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FOREWORD 


This Enclosure is part of a study of command and control 
processes involved in the Cuban crisis of October ~ December 


1962. The scope of the entire study 1s as follows: 


Historical Analysis of the Substance 
of Command and Control Actions, Their 
Circumstances, and Their Implications. 


Procedural Analysis of J-3 Command and 
Control Operations during the Cuban 
Crisis, October 1962 


Functional Analysis of Command and 
Control Information Flow in the Joint 
Staff 


Analysis of Command and Control in the 


Service War Rooms in Support of Joint 
Staff Operations 
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The Office of the Joint Chiefs of Staff (OCS) 1β a 
conetantiy changing organization. Each new issue of the . 
OJCS organizational chart reveals numerous changes in organi- 
zational arrangements and in the personnel holding varlous 
positions. The guidelines and procedures by which the OJCS 
functions both in peacetime and under crisis conditions are 
sinllarly subject to modification and change based on the 
lessons learned from orevjous experiences and on necessary 


responses to changed circumstances. 


Any description or analysis of the OJCS or its components 
88 of 8 particular time period is therefore subject to some 
degree of obsolescence. This 1s particularly true of analyses, 
such asp the present one, which are themselves intended as 


potential instruments of change, 


The paper which follows describes the organization and 
procedures of the Operations Directorate (J-3) and other 
parts of the OJCS that were in effect at the time of the 
Cuban crisis, October-December 1962. An earlier draft, 
substantially similar to the present paper, was completed 
in April 1963, and shortly thereafter was made available to 
various J-3 offices for their review and comment, Partly in 
response to the problems noted 1n this paper and partly as 
a result of the J-3 Direectorate's own internal analyses of 
needed improvements, some of the organizational and procedural 
arrangements described in this paper have undergone modification 


or revision, 


Despite the various changes effected sinoe the time this 
paper was written, many of the observations contained in it 


are of continuing relevance to the development of more effective 
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command and control procedures in crises. Some of the 
difficulties of OJCS operations revealed during the Cuban 
erisis point to basic operational problems that remain unsolved 
or, at least, require additional remedial action, In this 
sense, it is hoped that the present paper provides not only 

a useful historical reconstruction and point of reference but 


also a document of current relevance and timeliness, 


TOP_SECRET _y. 


Owe SAB CIR IE T 


TOP SECRET Irae 5 Rie TT 


ENCLOSURE pe 
C&C_INTERNAL MEMORANDUM No. 40 - 


PROCEDURAL ANALYSIS OF J-3 COMMAND AND CONTHOL OPERATIONS 
DURING THE CUBAN CRISIS, OCTOBER 1962 


INTRODUCTION 

1. This paper describes the operational procedures employed 
within J-3 during the Cuban crisis. The first part of the 
paper describes the general historical sequence of 
preperations for the iImpeacing crisis (15~21 October), 
the formation of the Joint Battle Staff (JBS) and its operation 
during the crisis (21 October-l2 November), and gradual return 
to normal operations (12 November-6 December}, Following the 
narrative, the major summary observations of the study are 


presented. 


2. The appendices, which comprise the second part of the 
paper, present more specific information on the procedures 
employed by the JBS, the activities of several J-~3 Branches 
closely associated with Cuban operations, and the procedural 
documentation research which supported the study. Each 
appendix contains more detailed observations and conclusions 
about the subject being discussed. Only the more salient ones 


have been brought forward into the first part of the paper, 


PURPOSE 

3. The purpose of an analysia of J-3 procedures associated 
with the Cuban crisis is to provide the Director, J-3, 
assiatance in evaluating and improving operational procedures 
involved in crisis situations. Ag such, it is part of a 
larger study of the Cuban crisis authorized in J-3M-1418-62, 
dated 15 November 1962, and is in support of a more general 
WSEG requirement to provide the Organization of the Joint 


Chiefs of Staff (0705) assistance 1n developing an improved 
commend and control capabilaty 
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4, Following the Cuben ecrisas, there vas a general feeling 
in J-3 that much could be leerned from operational experience 
gained during the Cuban crisis, It was felt that’ this situation 
could be treated like a large-scale exerciac, anc thet the 
procedures employed during the crisis could be given the same 
postexercise analysis and evaluation that they wouid normali:r 
receive following exercises, However, in order to do this it 
would be necessary to develop a detailed historical recon- 
struction of procedures utilized by J-3 and the OJCS during the 


erisis period, This paper attempts to fulfill that requirement. 


SCOPE AND LIME TATIONS 

5, This study attempts to reconstruct how operationa! command 
and control activities were performed in J-3 during the Cuban 
crisis and to relate this to aocymented procedures which specified 
how they should be performed under conditions of increasing 
tension and crisis. It is based on an extensive analysis of 
procedural documentation in effect at the time of the crisis, on 
interviews with many of the participants, and on records made 
avaitatdle following the crisis. Harlier drafts of this paper 
were reviewed by a number of the participants and other members 
of the J-3 staff. Their comments and suggestions, in many cases, 


have been incorporated into the present version of the paper, 


6, The analysis 1s focused primarily on the Joint Battle 
Staff and on J-3 operations. The procedures used by the Joint 
Battle Staff during the crisis are described and compared with 
the procedural guidance available in pre-existing OJCS documents, 
Particular attention 15 devoted to the activities and procedures 
related to briefing and debriefing,. the preparation of Situation 
Reports (SITREPs), the processing of message traffic, and the 
coordination of staff action (see Appendix "A"), 
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7. The paper also describes the actions of several J-3 
Divisions and Branches which were directly concerned with 
various aspects of the Cuban operation. Major astention is 
devoted to the Current Actions Center (CAC), the Emergency 
Actions Hoom (EAR}, the Support Branch, the Status of Forces 
Branch, the LANT/GARIB Branch, and the General Operations 
Division (see Appendix B). 


8. There are several limitations in the scope and compre- 
hensiveness of the present analysis. The lack of access to 
certain types of data prevented detailed overage of all 
Directorates and agencies which participated in the aug- 
mented watch and Joint Battle Staff operation. Thus, the 
activities of other (non-J-3) Directorates and of the liaison 
personnel from the Defense Intelligence Agency (DIA), the 
National Security Agency (NSA), and the State Department are 
only belefly mentioned, The limited amount of time for 
collection of data also prevented a more detailed analysis 
of the work of the J-3 aation officers, and the activities of 
the Operations Plans Division and the Commands Branches 


(other than the LANT/CARIB Branch). 


9, Finally, it should be noted that the present paper 
comprises one of a series of interrelated studies of the 
Cuban crisis. The basic paper and other enclosures provide 
both a general context and a series of supplementary analyses 
which serve to amplify and complement the findings reported 
here. This 18 especially true for Imclosure C, which 
presents a comprehensive analysis of message traffic during 


the Cuban crisis. 
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DISCUSSION 

THE PRECHISIS CONCEPT OF OPERATIONS 

10, At the time of the Cuban crisis, the most current and 
centralized source of procedures relating to contingency 
operations was the JCS document, CONTINUITY OF OPERATIONS OF 
THE ORGANIZATION OF THE JOINT CHIEFS OF STAFF (coop-ogcs) .2/ 
This document, published on 27 August 1962, describes the basic 
concept of OJCS operations under crisis and emergency conditions 
and outlines the organization and procedures for the concuct 
of these operations, Figure 1 shows the overall organization 
that was in effect at the time of the Cuban crisis, The 
concept and procedures contained in the COOP-OJCS were tested 
ia the HIGH HEELS Il Command Post Exercise, held during the 
latter part of September 1962,2/ The results of this exercise 
were still in the process of evaluation when the Cuban crisis 
broke. Thus, many of the procedures developed in the CQOP-o7CS 
document and exercised during HIGH HEELS II were to be subjected 


to the additional test of an actual crisis, 


il. The subsequent discussion attempts to reconstruct and 
describe J-3 operations during the Cuban crisis and to welave 
these activities to the established concepts and procedures 


contained in the COOP-oa7cs, 


12. The COOP-OJCS concept of operations assumes that the 
level of activity and the scope of functions to be performed 
by the OJCS will vary, depending on the nature and gravity 
of the situation. The concept envisages a gradient, ranging 
from “normal! cold war operations to general nuclear warfare, 


The different levels of threat and crisis within this range 


necessarily produce variations in the levels of activaty, in 


} ugus ἢ τ᾽ 
@/ JCS Exercise OPLAN/E-62] Exercise HIGH HEELS ΤΙ, SECRET, 
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the numbers of personnel involved, and in the nature and scope 
of OJCS involvement. Accordingly, "these variables compel the 
OJCS in supporting the JCS to gear its operations to flexible 
rather than fixed procedures in order to handle and respond 
effectively to the broad range of situations with which it 


may be confronted, "2/ 


13. [Despite its emphasis on flexibility of operations, however, 
the COOP-OJCS actually deals with four "model situations" or 
levels of tension in the spectrum of conflict. For each of 
these levels there are four distinct types of organization 
and procedures. ‘These are: 

a. Gold War Oonditions: Under these conditions, the 
personnel operating within the National Military Command 
Center (NMCC) (formerly Joint War Room) will be a Watch Team 
composed of J-3, and DIA personnel. The Team consists of the 
Chief, Current Actions Center, who serves as JCS/J-3 Duty 
Officer during regular duty hours; a Current Actions Team 
(five Watch operations officers assigned to the Current 
Actions Branch); an Emergency Actions Team; a SIOP Controller 
Team, a DIA representative, an Operations NGO, a Graphics 
NCO, and a stenographer/clerk., This is the normal complement 
of personnel which staffs the NMCC on a daily, round-the-clock 
basis, The Wateh 15 not an action agency, Action on JCS 
matters is undertaken by the responsible Directorate or 
agency in accordance with established procedures .2/ The Watch 
is managed by the Director, J-3, for the Director, 

Joint Staff (Dys), 
Ὁ. Conditions of Increasing Tension: As tensions mount, 


the requirement for specialized information and the general 


LG 
17 COOP-OJ0S, op. cit., Part I, “Operations at the Pentagon.” ve 
2/ These statements are descriptive of the Watch at the time of 454} 


the Cuban crisis. The organization and functions of the Watch 
have recently been changed to permit initdatlon of action on 
particular emergency or critical matters. -- 
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tempo of operations also increases, This requires that 
the normal Watch be augmented, both in numbers and in 
expertise, by members of various directorates and agencies. 
When the criticality of the situation rises, the first 
personnel to supplement tne Watch are area action cfficers 
from J-3 and DIA, If the situation requires it, action 
officers from J-4, 7-6, Defense Communications Agency (DCA), 
Sountesrinsurgency and Special Activities (CSA) and Military 
Assistance Affairs (MAA) may also provide assistance. 
These individuals may at this time assume responsibility for 
maintalLning the current situation and for performing the 
nacescary opsrational briefings with respect to the effected 
area, while the rest of the Watch continues to perform its 
normal functions with respect to the remaining world-wide 


areas, 


1 
¢. Crisis or Limited War Condit:ons: If che cension 


continues to mount to crisis proportions, the need for more 
vapid staff response'intensifies. At this point, the aug- 
mented Watch may be expanded into or supSlemented by a 

Joint Battle Staff in order to process expeditiously anda 
coordinate rapidly all actions regarding the crisis area, 
According to the basac concept of operations, the Jcint 

Battle Staff will include representatives of each Joint 

Svu2ff Director and Sreoial Assiscant; the Secretary, JOS; 

DIA; and Defense Atomic Support Agency (DASA), either on 

a full-time, part-time, or on-call basis as required, 

The Joint Battle Staff is established by the Director, 

coint Staff, based on the recommendations of the appropri- εἰ -- 
ate Directorates and Agencies. It ia managed by the Director, 


--- 


ὅ-3, for the Director, Joint Staff, 
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d. Imminent General War: As the politico-military situ- 


ation continues to deteriorate to the extent- that general 
war appears probable, consideration will be given to the 
relocation cf the OJC8 to an alternate control center, 

Upon relocation of the Decision Group, and the Augmentation 
Group, the Special Assistant for Arms Control will assume 
control of remaining OJCS personnel and activities at the 
Pentagon. In this capacity, he will (1) act for the Direator 
Joint Staff; (2) continue Battle Staff operations on a 
continuous basis; and (3) maintain a capability to support 
the Joint Chiefs of Staff by rendering staff support and 
effecting Emergency Actions as directed δ When relocation 
frem the Pentagon to the Alternate Joint Communications 
venter (ATCC) cecurs, the ATCC will become the primery aite 
of military control, Under these conditions, the Pentagon 
and the Mobile National Emerzency Command Posts (MKZCP) 
will operate as alternates to the AJCC and will support 


the AICS as long as the latter 18 operative and as long as 


I he le ee ines, 


the senior military authority is resident at the aqce,2/ 


17 The Decision Group consists of "kev individuals who must 
be available during periode of increased tension to “ender ai 
immediate and subotantive advice to the Decision Makers,” . 
The Augmentation Group consists of a "category of indi- 
viduals, representing staff elements, who will broaden and 
Geepen the capabilities of the respective Alert Cadre 
Elements (located in the Pentagon, and the AJCC, the NECPA, 
and the NEACP) in support of the Decision Group." See 
COOP~OJCS, ibid. 


e/ Ibid, 
ey, Toud., Part III, "Post Relocation," Chapter 1, "Operations 
at the Alternate Joirt Communications Senter, ! 
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15. The forms of organization and procedure concained 
in the COOP-0JC5S had previously been tested in the [HIGH 
HEELS ΤΙ command exercise, conducted during the period 
17-28 September 1962, | Unfortunately, the Cuban erisis inter- 
vened before many of the problems revealed by this exercise 
could be resolved by corrective staff action. The post- 
exercise eritique for commanders, which was intended to 
declate critical problem areas and to recommend corrective 
measures, was cancelled because of Cuban developments. 
Written oritique agenda items on HIGH HEELS II were not 
reproduced until 1} December 1962, nearly one month after 
the Cuben Battle Staff had been dissolved and five days 
efter the discontinuance of the augmented Cuban Watch. 
The consolidated critique document which was reproduced on that 
dsce for Joint Staff evalvation contains 207 items submitted by 


perticipating command agencies and Joint Staff Directorates. 


733m 1258-62, for Director, Joint Staff from Director, J-3, 


subj. Relocation of Alert Cadre Group, 22 October 1962, 
2 ONFIDENTIAL. 

See Item 7, Enclosure A, J-3 MAL No. 5, 23 October 1962, “Ὁ 
which lists under "Actions to be Considered on a Daily 
Basis," the following notation: "Consider whether or not 
to position an alternate authority at the ANMCC and to pre-= 
position a Joint Battle Staff Team." Also see J3M (no 
Lumber) for Chief, Joint Battle starr Team, from Captain 
J. S. Harris, USN, subj. Relocation to NECPA, 24 October, 
1962, CONFIDENTIAL, which fives detailed instructions for 

; NECPA Cadre relocation to the USS NORTEAMPTON located in 


the mouth of the Potomac. - 
~ 
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HIGH HEELS II placed major emphasis on a general war situation 
and many of the critique items, thereforc, seal «3th nicleer 
operations. It is useful to note, however, that twenty or moze 
ef che items pertain to and suggest chenges in Joint Battle 
Staff functions, tne handling of message traffic, the 
coordination of Joint Steff activities, the conduct of 
oriefings, stetus of forces reporting, situation reports, and 
other topics that hag direct relevance to emergency operations 


in the Cuban crisis. 


16, Although the Cuban crisis broke before the critique cf 
HIGH HFELS TI could be implemented by organizational and 
procedural changes, 1t 15 nevercheless true that a large 
number of J-3 personnel ard the higher echelons of command 
had been thoroughly briefed on, and haa exerclaed the 
basic procedures contained in the COOP-OJCS. As a result of 
the HIGH HEELS II experience, thersfore, the personrel of che 
OJCS were perhaps as well prepared for operations in a crisis 
as could be expected. Unfortunately, most of the Battle 
Staff members picked for the Cuban crisis had not had 
previous Battle Staff experience in HIGH HEELS II. Joint 
Battle Staff experience in this exercise apparently was 
not a determining or major factor in the selection of Cuban 
nettle Staff members .— According to several observers, 
experience on the HIGH HEELS II Battle Staff proved to be 
of corsidei1able value in enhancing the effectiveness of 
Cuban Battle Staff personnel, spay during the early, 


eritical period of operations, 


7scsn Working Paper for Action Offacers, from D, ἢ, Ward, 


Colonel, USA, Project Officer, subj: Exercise HIGH HEELS Iz, 
po Aritique agenda Items (U), 11 December 1962, TOP SECRET. 
Zinterview No. 2, ἃ March 1963. 

Interview No. 1, 7 March 1963; <rservoev lle, 3, ΔἹ Maren 

653; Incerview No, ἢ, 12 March 1963, 
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17, In awnmary, two weeks befo's the Cuban crisic began 
to develop, the concept, procedures, personyel, and facili- 
ties of the OJCS had been exercised in a general war context 
during HIGH HEELS II. A description of how these same 
concepts, procedures, personnel, and facilities were employed 
during an actual crisis operation is contained in the follow- 


ing sections of the paper, 


INITIAL ACTIVITIES AND AUGMENTATION OF THE WATCH (15-21 OCTOBER} 


18. On Sunday, 14 October, high-altitude pnoto surverllance 
missions were flown over Cuba, (on the following dey, anterpre- 
tation of the photographs taken during these missions confirmed 
the presence of Sovievr MRBM sites near Sagua La Srande and in 
the San Oristobal area.” Although many precautionary prepara~ 


tions involving the updating of contingency plans and the 


strengthening of Air Defense in the southeastern United States 
2 


had begun eariter, this event marked the beginning of the 
Cuban crisis. The review and updating of contingency plans was 
being conducted in utmost secrecy by the Cuba Planning Group 
(The Johnson Task Force) within the QJcS, and within J-3 by 

two members of the Combat Plans Branch under the direct 


supervision of the Director, J-3. 


19. By Wednesday, 17 October, several J-3 staff personnel 
were becoming aware of increased activity related to-Cuba, 
although the exact nature of the activity was unimown. on 
17 October (Wodiesday), Une clicf of the Current Actions 
Center (JCS/J-3 Duty Officer) and one of the members of 
the LANT/CARIB Branch were briefed on Cuba by the Director, 


J-3, They were told of the current Cuban plans and were 


μα Robert McNamara, Secretarg of Defense, Department of 
μα afense, Special Cuba ter} of 7 February 6, 1963. 


i 

2 In tt in) Υ 
Ἐποίοσυχς A", chapter 1, "Precrisis Military Contingency| |. 
anning"™, 
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[asreoted to take the necessary preparatory actions for an 
augnented Watch, In the meanwhile, they were requested to 
maintain strict secrecy, ἡ The Chief, CAC, was informed of the 
President's itinerary on Thursday, 18 October, and lmew in 
advance that the Fresident would cancel his scheduled polltical 
speech-making trip and would return to Washington to direct 
Cuban planning and military mobilization.2/ The deployment 

of NORAD and STRIKE aircraft into the southeastern United 

States was beginning at this tame 2/ On 18 October, CINCLANT 
was also avchorized to release special intelligence planning 


3/ 


information for use at the air crew level,= 


20. Formal augmentation of the normal Watch was begun on 
Friday, 19 October, following an afternoon briefing by the 
Director, J-3, for key J-3 personnel assigned to the CAC, the 
LANT/CARIB Branch, and other J-3 Divasions (See Appendix B, 
Figure 1, which shots the organization of J-3 at the time of 
the Cuban crisis.) At .that time, the Direetor of Operations 
Buggested that the Chief, Current Operetions Division, and 
the JCS/J-3 Duty Officer begin malting preparations to shift 
to Joint Battle Staff operations, This action was based on eee 


Memorandum developed by the Chief of the Combat Plans Branch, 


δι, [augmentation of the Watch continued throughout Friday 
night and Saturday, 19-20 October, as additional J-3 and 
DIA personnel were added, A "Mr, Strike" and "Mr. Blockade" 


were appointed and the Chairman was notified of this action 


17 interview No. I, i March 1963. ᾿ 

@/ Msg., JCS 6761, 1822042, October 1962, TOP SECRET. 
τ, Msg., 08 6765, 1823562, October 1962, TOP SECRET. 
4/ Interview No. 6, 1 April 1963. 
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. Of, 20 October .2/ At the same time, actions in the CAC were 
stepped up to provide appropriate graphics and additional 


Gisplay facilities. 


22, During this same period (20 October), a Master Accicn 
List (MAL) was being prepared by "Mr. Blockade" and his 
Querantine Watch personnel .2/ This Group, located in one of ἐς 
the Deputy Director's offices, was operating under tight 
security. Its primary function was to stay abreast of 8.11 
developments related to the quarantine operations, since the 
primary responsibility for action in this area had been dele-~- 
gated to the Chief of Naval Operations (ono) 27 The activi- 
ties of this Group are described in more detail in another 
Enclosure tc chis series, (See Enclosure "A", Cnapter V, ' 


"The Naval Quarantine.") 


— 


23. The preparation of the MAL, later called the Master Check 
List (MCL), soon became too time-consuming for the Quarantine 
Group, and on Saturday night (20 October), the responsibility 
for this important activity was reassigned to the General 
Operations Division, (For a more detailed discussion on the 
production cf MCLs, See Appendix "B", "General Operations 
Division.") 


24, Although the augmented Watch continued throughout most 
of Sunday, 21 October, the phase~-over to Joint Battle Staff 
operations began on Sunaegy morning when the Deputy Director, 
J-3, appointed the Joint Battle Staff Team (JBST) Chiefs and 

t 
directed one of them to "Get over there and get with χορ 
i/ ΟΝ (Unnumbered) for Chairman, JCS, from Director, ὅ-3, 

Subject: "Experts on Two Plans,” 20 Octobe> 1962, SECRET, 
2/ Although prepared on 20 October, the first MAL was not 
actually published until 21 October 1962, 
3/ OF-00 Memo 00092/62 from Executive, CNO, to Distribution, 


21 October 1962, TOP SECRET, 
ἢ, Interview No. 13, April 1963. 
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The CAC Watch officers began alert:ns personnel who were 
scheduled to participate in the Fattle Staff Teams. Prior 
to convening the Battle Staff, the Directors of Joint Staff 
Directorates nhac been braefed on the Battle Staff operation 
and personnel had been assigned to the Battle Staff from 
each Directorate. On Sunday, arrangements were also made 
to have State Department and NSA liaison representation on 


the Battle Staff. 


25. The operation in the CAC on Sunday could be character- 
ized as very busy and somewhat disorganized. ‘The normal 
is/I-3 Duty Wetch personnel, augmentation personnel, action 
officers, and new Battle Staff members from J-3 and the 
other Directorates, were all "serounging" for background 
information, trying to determine their responsibilities, 
processing message traffic, learning existing operational 
procedures, ond performing a wide variety of other tasks. 
Administrative files of message traffic, displays, logs, 
and operational procedures were being improvised as the 


need arose. 


25, Initial disorganization and confusion stemmed from 
the generally changed mode of operations utilized by the 
JCS during the Cuban crisis, This changed mode included, 
a) the ‘ithholding ef detailed intelligence information 
ead operational plans on Cuba from most of the starr 
until the period following the President's Cuban speech; 


Ὁ) the establishment of special planning and attion groups 


17 J3M (No number) for Director, J-3 from Col. Giraudo, 
Subject: "NSA Officer on Watch dn CAC,” 21 October 
1962, SECRET; and J3M (No number) for Director, J-3, 
from Col, Giraudo, Subject: "State Department Personnel 
on Watch in CAC," 22 October 1962, SECRET, 
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{the Cuba Planning Group, the Blockade Group, the MCL Group, 
etc,) outside the structure of the Joint Battle Staff, and 

6) the breakdown of JCS debriefing procedures established 

for crisis operations because the JCS were meeting in the 

Gold Room instead of the NMCC Conference Room. ‘These Gevelop- 
ments left a major informational void that caused ambiguity and 
lack of clear guidance in the formulation of JBS activities, 

In part, however, the initial confusion in the Battle Staff 
resulted from a lack of documented JBS procedures. Many of 

the key personnel of the Battle Staff had not had previous 

JBS experience and were therefore not familiar with esScablished 
message handling practices, preparation of SITREP's, prepara- 
tion of briefings, and other essential JBS functions. 


27. The JCS/J-3 Duty Officer, and the regular Current 
Actions Team members spent a major share of their time in 
actempting to brief Battle Staff Team members in their duties 
and in trying to achieve coordinated action between the JBS 
team shifts, At the same time, they performed the "trouble- 
shooting" role of carrying out actions that are formally as- 
signed to the Battle Staff, One of the regular Watch Opera- 
tions Officers, for example, was given major responsibility 
for assembling information for the briefing script used in 
General Taylor's morning briefing, This briefing script also 
formed the basis for other operational briefings given by 
the Battle Staff Team Cniers.” (For a more detailed de- 
scription of this process, see Appendix "A", “Briefing and 
Debriefing.") 


28, In summary, the week of 14-21 October was a period of 
transition from normal operations through augmentation of the 


CAC Watch to twenty-four~hour Joint Battle Staff operations, 


1/7 Interview No. 4, 12 March 1663, 


Enclosure "B" 
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The week bezan with a very limited nurber or personnel involved 
in Guban operations under utmost secrecy, The number was 
gradually increased tnrough Friday evening. At that time, 

many of the key staff parsonnel were briefed by the Director, 
J-3, and the augmentation of the Watch and preparations for 

the eacabsishment of a Joint Battle Staff were begun. The 
weekend was marked by intense round-the-clock activity, ad hoc 
srours working Δ comparative ieolation, end a general air of 
confusion, lack of information, and mounting pressure. Ac- 
cording to several observers, staff actions did not seem to 


move as efficiently as had been the case during HIGH HEFLS τῇ, 


29. The general concept of augmentation of the normal Watch 
and transition to Joint Battle Staff operations, as specified 
in the COOP-OJCS, was essentially followed during the build-up 
phase, The major deficiencies in this process did not arise 
frem basic dnadequaczes in the concept of operations; rather 
vney sosulted from the lack of detailed supporting procedures 
and the absence of sufficient operational personnel well 


trained in those procedures, 


JOINT BATTLE STAFF OPERATIONS (21 OCTOBER - 12 NOVEMESR) 

30, The Joint Battle Staff began operations Sinday morning 
vith the assienment of three Team Chiefs (Deputy Chiefs of 
the Jount Battle Staff}, under the direct supervision of two 
Joint Battle Staff Chiefs (Duty Generals), Although the 
titles given to these positions varied, the basic functions 
of the personnel assigned to them dld not, ‘Tne two Deouty 
Directors of J-3, and later a third Daputy Director, became 
"Duty Generals" and Chiefs, Joint Battle Staff. Three 


senlor Colonel/Captasn officers became heads of three Bactle 


Staff teams, l.e., Teams A, B, and C, working 12-hour shifts, 
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Security Agency2/ also represented an innovation not antici- 


pated in the COOPF-OJCS, Although NCO and civilian adminis- 
trative assistance was provided, the Cuban Battle Starf also 
Gld not have an administrative officer specifically assigned 


to each shift, as specified in the coop-oscs.2/ 


32, Most of the newly assigned Battle Staff members 
vere relatively untrained for their new assignments except 
for general hackground information derived from their normal 
staff assignments. Existing evidence seems to indicate 
that no special orientational br2efings were given to prepare 
Battle Staff members for their jobs, although information 
was provided on request by personnel knowledgable in the 
current status of operations, Access to such information for 
a particular JBST member was, however, restricted to those 
who had the necessary security clearances, Many JBST members 
did not have sueh clearance becavse their normal staff 
assignments bore little relation to their assigned positions 


on the JBST. 


33. In general, newly assigned Battle Staff members were 
given initial orrentation.by asking them to read copies of 
the Master Action List and the COOP-O7CS documents. They 
were then informally briefed by Team Chiefs and the JCS/J-~3 


Duty Officer, and then left to sind the necessary background 


infermation for thein parvicular needs, 


i/ δὰ provided two military officers and two Civil 
Service employees to maintain liaison with the Battle 
Svaff on a 24-hour basis. See J3M (no number) for 
: Director, J-3, from Colonel Giraudo, subj: "NSA Officer 
i on Watch in CAC," 21 October 1962, SECRET, 
2/ COOP-O5CS, op, eit, 
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34, In numerous cases, the search for essential background 
information and instructions for handling a particular JBS 
function involved a search through several documerits for 
pertinent material. For example, the COOF-OJCS procedural 
guidance for handling and processing incoming and outgoing 
messages consists of the following statements: "Message 
distribution will be in accordance with current Administrative 
Instructions," and "Outgoing messages, other than Emergency 
Actions Messages, will be processed in accordance with current 
Joint Administrative Instructions. "2/ For a Battle Staff 
member who was unfamiliar with standard message -handling 
procedures, this guidance would have required the reading of 
at least four or more separate Joint Administrative Instructions 
(JAIs), as well as J-3 Instructions (J-3Is) pertaining to 
message processing, 2/ However, none of these instructions 
even mention Joint ‘Battle Staff procedures during crises or 


emergency operations, 


35. More detailed guidance was needed to insure that the 
Battle Staff properly carried out all of its assigned functions, 
On Wednesday, 24 October, the Director, J-3, sent a 
memorandum to the Cnief, Joint Battle Staff, in which he 
provided a "check last of recurring items which must be 
handled on a daily basis, "3/ This list included the following 
thirteen items (slightly abstracted from the original): 

8, Supervise revision of MCL for Cuban operations, 
deliver to Director, J-3, at Q700, and publish and 

distribute by 0900. 


17 COOP-O3CS, op. cif. σσοοΠ'ΠΡΡΕ 

2/ The following JAIS refer to Incoming Messages: JAI 5712.2C; 
JAI 5732.4, In addition, the following 5315 are relevant 
to processing Incoming Messages: J3I 5712.10; 731 5712.3, and 
J3I 5712.4, The following JAIs and J3Is pertain to Outgoing 
Messages: JAI ete JAI 5712.5; J3I 5712.1C; 531 5712.3, 

3/ 33M (No number) from Director, J-3, to Chief, Joint Battie 


Staff, 24 October 1962, UNCLASSIFIED. 
TOP SRE 
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b. Provide for pick-up by Commander Bagley at OT30 a 
copy of Current Situation Report and seript for Chairman's 
0800 briefing for delivery to White House Situation Room, 

o. Ten-minute briefing for General Taylor at 0800, 
Provide script. 

ἃ, Situation Report tof be published, 

e. Review and update actions by JCS and MCL. 

f. Prepare draft messages, 

g. Maintain {iatson with Secretariat officers in room 
adjacent to Gold Room during JCS sessions -- "for the 
purpose of obtaining timely information on decisions made 
by the JCS, te include implementing messages therefor," 

ἢ. Maintain and update the completed actions chart 
located in the Gold Room. 

i. Brier/ antral Piers, Chairman, Canadian Joint Staff 
in Washington, | at 1415, 

i. [insure Emergency Actions Branch (EAB) notifies 


ΓΤ ΠΝ DEFCON changes of LANT, PAC, AL, 
and conan.) 


k. Insure "Ops Immediate" on fast actions only. 


i. Insure that displays in the Situation Room contain 
up-to-date information in a professional manner. 

m. Be prepared to send officer to White House at 1600 
to update information on Cuban operations, Contact through 


Chairman's office. 


36, On the following day (Thursday, 25 October), an 
additional memorandum, prepared by CAC personnel, subject: 
"Joint Battle Staff SOPs", was addreased to the Battle Starr 
Teams. Its purpose was "to establish certain basic SOPs 
and olarify responsibilities in specific areas within the 
pst, "2/ It defined the responsibilities of the Deputy 
17 S31 1282-62, BS Setober 1962, UNCLASSIFIED, 
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αὖθ Staff Team Chief, the Operations Coordinator, the 
ὅ-3 Representative, and all other team members who were 
supportirg JCS agencies in the NMCC, It then proceeded to 
outline aGetailed procedures and time schedules for the prepa- 
ration of SITREPs, briefings, and Situation Displays. Τὸ 
should be noted that the position of the Cperations Co- 
ordinator on the JBST nad not been anticipated in the 
coor~-ovcs, 


37. These and other procedural memoranda continued to be 
formulated throughout the life of the Cuban Battle Stsff. As 
late as 9 November, three days before the JBS was disbanded, 
ἃ memorandum to the JS established procedures for responding 
quickly to requests for information by subjects, and directed 
that subject files of incoming and outgoing messages be 


maintained by the gps ,2/ 


38. Many details of JBS procedures could not, of course, 
be anticipacved in advance of a particular crisic event, 
Specific applications will always dictate the necessity for 
special procedural directives, such as those found in the 
"Cuba Wateh SOPs." Some of the procednral guidance developed 
during the Cuban crisis, however, reflected the fact that 
the Battle Staff teams did not have a common understanding 
of the procedures required to fulfill some of the basic 788 
functions. (For a more detailed description of JBS pro- 


cedures, see Appendix "A",) 


39. Battle Staff operations improved Bteadily throughout 
the firat week, By the end of the first week in November, 
when ἃ change-over to a new set cf Team Chief's began, the 
general pattern of activity had become relatively standard- 


ized and routinized,2/ 


i/ J3mM I391-62, 9 November 1962, UNCLASSIFIED, 


é/ Interview No. 7, 1 April 1963. 
Tor AcRET 


TOP SECRET - 20 - 


7 ΟΝ 1258-62, for Director, J 
22 October 1962, CONFIDENTIAL, 


OP SECRET - 21 


oint Staff from Director J-3, 


TOP ACRE 


‘ro SB 
TOP SECRET 


42, In thas connection, it is important to note thet 
the process of maintaining accurate locator Gata on key 
cerurand personnel during the crisis also hac its short- 
comings. Based on data collected by the Emergency Actions 
Team during normal day-to-day operations, locator data are 
accurate only 20 percent of the time. This percentage is 
bazec on random line checks conducted during periods when 
the exact location of principals 1s unimown. Comparable 
line check data collected by the Fmergency Action Team 
dur-ng the Cuban crisis showed that the accuracy of informa- 
tion on indicated location remained unchanged (approximately 
20 percent), The average length of tame required to locate 
principals during the line check also approximated the 
normal average. Times ranged from 8-second minimums to 
24 minutes when principals were located (median less than 
1 minute). If the principal could not be located, then an 
alternate was contacted, This usually resulted in an 
additional 20-second to 5-minute delay. In other words, 
during the crisis and at a time when general war forces 
worldvide were at increased readiness, there were no 
Significant changes in the ease or speed with which principal 
military and civil leaders could be reached for an 


emergency conference. 
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"Mme Emergency -ctions Room," for more detailed discussion.) 


lefs of Staff Emergency Actions 


T7 JUS 19687126, “Joint Chiers 
~ Procedures (EAP)," 18 July 1962, TOP SECRET, 
2/ Hessage JCS 6807, CJCS Exclusive to all CINCs and Services, 


2012142, October 1962, TOP SECRET. 


3/ Message JCS 6830, CJCS Exclusive to all CINCs and Services, 
211814Z, October 1962, TOP SECRET. 
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45, The Emergency Actions Room (EAR) was notified by the 
JCS Message Center that the message was being transmitted at 
that time, The EAR Watch Officer received a burned copy of i 
the message via the tube a few minutes later. The message 
was then taken to the JcS/J-3 Duty Officer and to the Chief 
of the Operations Support Division for a decision as to k 
whether the usual JCS EAPs should be followed in alerting 
prescribed commands and agencies, From there, the decision 
was passed to the Director, J-3, who sought out the Director, 
Joint Staff, for instructions. Tne DJS was in conference 
with the JCS at the time and therefore was not immediately 


available. However, the Vice Director, Joint Staff, 


17 Message JCS 6065, DIS For Jts to all CINCs, 2218092, 
October 1962, TOP SECRET, 
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46, Other procedural problems involved administrative 
support procedures within J-3; finding detailed information 
quickly in order to answer questions asked poth by higher 
authority and by other parts of the “JCS; and Joint Starr 
debriering of JCS decisions, 


a7. The normal J-3 peacetime administrative procedures for 

processing JCS papers were disrupted during the first week or 
more of the crisis. This was particularly true at the 
Directorate level, where the sudden surge of paper work 
requiring immediate action created serious communication and 
work overload problems. Especially during the first few days, 
J-3 memoranda were being processed so rapidly that the 
Directorate personnel found it impossible to attach and record 
the usual numerical identification. The large number of 
unnumbered memoranda cited in the footnote references of the 
present paper illustrate this break in the normal J-3 ad- 
miniatrative routine. Similar problems were encountered in 
preparing action papers and other correspondence for submission 
to the Director, Joint Staff, and the JCS, Administrative 
problems were compounded by the shortage of administrative 
support personnel and by the lack of adequate space, equipment, 
and physical facilities for processing the large volume of 
Paper work. Many of these problems were temporarily solved 
by improvisation during the crisis. 2/ The more basic and 
17 For τ ατοσαποτση aT ome στ τις Anternational political 

cOmplications resulting from the alerting of U.S. forces 

and the increase in readiness to DEFCON-3, see Enclosure 


"A", Chapter III, "Policy Geordination: “Overseas Unified 
Commands and Allied Powers," 


2/ Interview No. 2, 8 March 1963. 
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continuing problem of developing administrative procedures 
that are closely geared to future emergency operations still 
rena.ns, however, and this problem requires further critica} 
examination and necessary remedial action. Efficient Joint 
Scaff support of JCS emergency operations is highly dependent 


on efficient administrative support. 


43, Procedural problems arose in fulfilling the requests 
for detailed information tnat emanated from the White House 
and the Office of the Secretary of Defense during the 
erisis. The problems are highlighted by an unnumbered memo 
from tne Chairman, JCS, to the Directcr, Joint Staff, on 
2. Octover,2/ subject: "Passing Information to the White 
House, Secretary of Defense, and Deputy Secretary of Defense,” 
The memo states that it 1s essential to increase information 
that 1s passed to the White House, Secretary of Defense and 
Deputy Secretary of Defense, and it directs that steps be 
taken to insure that important incoming and outgoing messages 
are forwarded expeditiously, that a Joint Staff officer be 
éss_rned to effect liatson iith the White Houss Situation 
Room in order to \eep it "completely up-to-date," and to 
"effect a prompt response to requests for information from 


these agencies," 


‘ τοῦς, for tne Director, Joint Staff from Chairman, 
JOS, 24 October 1962, (No Classification). 
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4g. An arrangement for liaison with the White House was 
established immediately, The Chief, Operations Support 
Division, was assigned this responsibility. This liaison 
arrangement apparently alleviated but did not wholly solve 
the problem, As late as 9 November, the Deputy Director, 
J-3, directed the Joint Battle Scaff, and the Chiefs of the 
Current Operations and Operations Plans Divisions to establish 
precedures for the JEST to respond quickly to requests for 
information by subject .2/ This was to be accomplished by a 
system of subject files of incoming and ouvgoing messages 
with inputs from the Current Operations Division, the 
Operavions Plano Division, and the JBST representatives from 


ather Directorates, 


50. In responding to requests for information, Jolnt Battle 
Staff personnel would frequently turn to the Statua of Forces 
Branch for current information on status of forees and other 
data. Information was usually reauired ammedié cely end in 
a variety of formats. As a result, the Status of Forces 
Branch was overwhelmed by requests for information which 
greatly exceeded their original terms of reference and their 
capacity to respond. (For a more detailed discussion of this 


problem, see Appendix "B", "The Status of Forces Branch.") 


51. / Dansi procedural problem arose oeceuse the normal, 
peacetime procedures for debriefing JCS meetings were not 
utilized during the crisis, These debriefing sessiona provide 
the normal, established mechanism for informing the Joint 
Staff of JCS decisions and actions. The abandonment of the 


usual debriefing mechanism may be attributed to three special, 


i/ J3N-1391-62, Battle Staff Procedures, 9 November 1962, 
(No Classification) 
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interrelated conditions surrounding JCS activitzes in this 
event: (1) the high level, tight security control of U.S. 
policy intentions and of Cuban intelligence information that 
was exercised during tne early phases of the crisis; (2) the 
decision of the JCS to contanue to meet in the Gold Roon, 
anstead of utilizing the operational facilities of the Joint 
War Room; (3) che long, continuous, daily meetings of the 
JOS, which placed a heavy burden of work on the Director, 
Joint Staff, the Secretary, JCS, and other OJCS officials, 
and thereby prevented them from having sufficient time τὸ 
conduct debriefings. The absence of well-defined substitute 
procedures for disseminating information on JGS decisions 
unaer such conditions proved to be a serious handicap for 
the Jo:nv Battle Staff and other Joint Staff personnel who 
were intimately involved in expediting and coordinating JCS 
actions, (This provlem is discussed in greater detail in 


Appendix "A", "Serefing and Debriefing.") 


ca. In summary, the period of 21 October to 12 November saw 
the formation of the Joint Battle Staff, the acceleration of 
operational staff action during the critical week of 22-28 
October, the political resolution of the crisis, and the 
gradual deciine of operational staff action associated with 
the Cuban crisis, Although the concent of operations outlined 
in the COOP-OJC3 was followed in principle, many. problems 
were encountered by Ja, in general, and by the Joint Battle 
Starf, in particular, because existing documents did not 
provide a consolidated source of detailed, specific, procedures 
to guide personnel in the performance of their emergency duties. 
Many Battle Staff members had not had training for their jobs 
in previous command exercises and, in the absence of readily 


avaliable, detailed procedural guidance, they could not 
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quickly and readily familiarize theaselves with their new 
assignments. There were no systematic background briefings 
piarved and none was given to them. Displays, file systems, 
and relevant data bases were not prepared in advance, ‘These 
end other preparatory activities consumed a large amount of 
the time and energy of operations personnel during the most 
erltical period of the Cuban crisis -- a period in which JCS 
required rapia and efficient support for possible sudden, 
large-scale military operations. Despite these initial 
handicaps, however, mest of the serious procedural problems 
were overcome during the farst four days of the crisis by 
effective amprovisation and the development of new procedural 
gu.cance that was required by the immediate demands of the 


situation, 


53 The Joint Battle Staff was disbanded on 12 November and 
replaced with en auginented Wetch, The Cuban Watch was composed 
of the normal Current Actions Center Watch augmented by two 
officers end three enlistea men from J-3,and one officer 


designatei 85 contact officer for Cuban affairs on 24-hour 


duty in J-4. J-5, d-6, and sacsa.i/ The three J-3 Executive 


Officars at this time had their status changed from JBS 

Chiefs to General Watch Officers for the Director, Joznt Staff, 
The augmented Cuban Watch continued the basic functions of 

the Battle Staff, including the preparation of written brief- 
ings, the SITREP, and the inputs to the MCL, When the MCL 

was discontinued on 21 November, the augmented Watch also 


took over respensibility for publication of a revised form 


ν᾿ 


17 DISH 1442-62, 12 November 1962, CONFIDENTIAL. 
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of check list for Cuban operetions.— On the same date the 
Quarantine Watch and the General Officer Watch for the Direotor, 
Joint Staff, were discontinued. Hovever, the requirement for 

the J-3 Duty Generals to serve on a 24-hour basis was continued, 
This requirement was relaxed on 30 November to eliminate the 

need for a Duty General to remain in the building at all times ,£/ 
Novenber 30 also marked the discontinuance of the morning 


briefing report to General Taylor. 


54. The augmented Cuban Watch was terminated with the dis- 
continuance of Operation SCABBARDS2’ at 06002 on 6 December 
1962, and the Current Actions Center then returned to its 


normal ssate of organization and functioning. 


55. During this period, a political settlement had been 
reached, forces were gradually being returned to home bases, 
and message traffic requiring staff action had sharply 
decitned, Procedures developed during the crisis had become 
routine. In general, augmented Watch duty had become 


increasingly slow. 


SUMMARY OBSERVATIONS 
56. This section contains the general observations and 
conclusions of the study. They stem from a comparison of the 
procedures actually employed during the Cuban arisis with those 
procedures specified in pre-existing OJCS documents. The 
evidence supporting these observations, together with the 

more detailed findings of the study, are presented in the 

foregoing "Discussion" section and in the Appendices, 

7 Jam (No number), from Director, J-3, for Deputy Director, 
J-3, Division Chiefs, JBST Chiefs, Subject: "Continuing 
Requirements for Duty General and JBS," 21 November 1962, 
(UNCLASSIFIED), 

2/ 2311 (No number) for the Record, from Deputy Director, J-3, 
Subject: "Cuba Watch, Relaxation of Requirements for," 

30 November 1962, (NO CLASSIFICATION). 

3/ Note: SCABBARDS was the code name referring to Cuban 
contingency operations; for a discussion of the term 
SCABBARDS and its usage, see Enclosure A of this study. 
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57. The general concept of normal Watch augmentation and 
the transition to Joint Battle Staff operations, as specified 
in the COOP-OJCS, was essentially followed during the Cuban 
crisis, However, Joint Battle Staff operations were hampered 
by a number of procedural problems during the early critical 
period of the crisis. These problems arose in part because 
of the lack of detailed procedures supporting that ooncept 
of cperatlons and because many JBS members lacked the necessary 
training and experience with Joint Battle Staff functions. 
Most of the Battle Staff members were relatively untrained 
for thelr new assignments, except for general background 
information obtained in their normal staff assignments. 
Existing evidence indicates that no special briefings were 
planned or were given to prepare Battle Scaff members before 


or immediately after they were assigned. (See "Discussion") 


ADMINISTRATIVE OPERATIONS 

55. Many normal J-3 peacetime administrative procedures 
failed during the crisis. Because of the press of time and 
the volume of action papers to be prepared for JOS consider- 
ation, the peacetime procecvral system for submission of 
papers to JCS was rarely used by J-3 action officers. Even 
the "short-form" Green method and other methods of expediting 
the processing of JCS papers proved to be too unwieldy from 
an operational point of view. The lack of space, shortages 
of administrative personnel, and the absence of procedures 
clearly adapted to crisis operations all contributed to 
operational inefficiency during the first few days of the 
erisis. Many of these procedural problems were alleviated 
during the crisis, but their existence during the critical 


phase of the crisis suggests the need to examine the close 
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interaction between administrative and operational procedures 
employed during emergency situations, and to develop new 
emergency administrative operational procedures which can 

be exercised in conjunction with other emergency operational 


procedures, 


59. The operation of a Battle Staff, the development and use 
of the MCL, and the J-3 methods used to submit action items for 
JCS consideration in large part replaced peacetime administrative 
procedures of the Joint Secretariat and J-3. The JBS assigned 
actions to the Directorates, maintained follow-up monitoring 
of the status of actions, developed agenda items for the MCL, 
and maintained comprehensive message files for reference. 

These activities have been clearly defined in JAIs and other 
procedural documentation as svandard Joint Secretariat responsi- 
blilties for peacetime operations. However, there are no 
provisions in the JAIs for transition from peacetime administrati 
procedures to administrative support for operational procedures 
during crises. As a result, a transition was not made and both 
systems operated simultaneously during the crisis, (See 
"Discussion", paragraphs 47-52; Appendix A, paragraph 32-40 and 
50-51; and Appendix 5B, paragraphs 59-63.) 


BRIEFINGS 

60. The large amount of time spent by the JBS Chiefs and 
Team Chiefs in preparing and presenting briefings necessarily 
interfered with their primary functions of planning, directing, 
and coordinating the activities of the Battle Staff team members 
and J-3 action officers, Moreover, the documented procedural 
guidance for the conduct of briefings proved to be inadequate 
to insure efficient, high quality briefing preparation 
and presentation by the JBS, At first, Battle Staff 
personnel did not have detailed Imowledge of the input 


sources of information for briefings and were relatively 
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inexperienced in the techniques of briefing preparation. ‘The 
JBS had to rely heavily on experrenced CAC briefers for the 
assembly of information and the preparation of briefing 
sceripta, In general, therefore, the Cuban experience suggests 
the need for reducing the number of special or ad hoc brief- 
ings, for shifting the responsibility for briefing preparation 
and presentation to officers who do not have primary responsi- 
pilities in the direction of the JBS, and for utilizing 
briefing officers who have had specialized training and 
experience in the conduct of operational briefings, (See 


Appendix "A", "Briefing and Debriefing.”) 


DEBSZEFINGS 

62. Normal JCS debriefing procedures were not used through- 
out the period of Joint Battle Staff operations from 21 
October through 12 November. The failure to use the normal 
debriefing mechanism derived from several special conditions 
surrounding the Cuban crisis, Cuban intelligence information 
and U.S, intentions during the early phases of the crisis 
had to be tightly controlled. The Joint Chiefs of Staff 
were in almost continuous session for many days and, as 8 
result, Key personnel normally involved in the debriefing 
procedure were preoccupied with the press of other work, 
Even had they been available, the requirement to maintain 
tight security control over U.S. intentions would have 


precluded extensive debriefing of the Joint Starr, 


62. The failure to utilize the usual system for debriefing 
JCS meetings created numerous problems, It made it difficult 
for the JBS to ascertain the briefing needs of the JCS and 
to tailor their information collection, analysis, and presen- 


tation activities to these needs. It created an informational 
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vacuum which made it diffieult for the JBS to plan advance 
actions. It produced unnecessary confusion, duplication of 
effort, and lack of coordination in the performance of JBS 
and Joint Staff activities. In general, the failure to 
provide an established information feedback mechanism from 
JCS to the JBS, seriously hampered the Battle Staff's ability 
to perform its intended function of expeciting and coordi- 
nating JCS actions. (See Appendix "A", "Briefing and 
Debriefing.”)} 


THE NASTER CHECK LIST 
63. Tne Master Check List (MCL) was an ad hoc innovation 
developed in response to a request by the Chairman, JCS, that 
J-3 maintain a continuing record and history of all aetions 
in the Cuban crisis, Despite this initial limited purpose, 
however, it quickly became recognized by the Joint Staff as 
the fastest and most reliable method of placing urgent oper~ 

ational matters on the JCS agenda and also as the most 
authoritative single source of information on topics that 


were being considered by JCQa, 


64. The MCL was submitted to the JC3 each morning. Attached 
to 1t were appropriate action papers which contained a 
Qiscussion of the problem, recommendations, and implementing 
draft messages. This procedure had the effect of allowing 
action officers to submit their papers for JCS decision in 
a matter of hours, instead of days, Action papers were sub- 
mitted at the JCS meetings as Director, Joint Staff Memoranda 
(DISMs), hie process short-cut the elaborate coordination 
process required during peacetime operations. As a result, 
the Joint Staff was able to operate more like a true military 
staff than 1s the case under normal conditions. (See 


Appendix "B", General Operations Division,") 
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CONTINGENCY PLAN IMPLEMENTATION PROCEDURES 

65. There were no preplanned messages for implementing 
limited war contingency plans comparable to those prepared 
for SIOP implementation. Advance planning and preparation 
of such implementing messages require coordination with the 
CINCs to insure that orders issued by JCS do nov arbitrarily 
restrict the field commander's choice of timing based on 
local and tactical factors, Planners apparently have not 
given follow-on messages related to the implementation of 
contingency plans the same degree of attention that they 
have given to the less likely situation of general war. 
(See ippendix B, paragraphs 23-27.) 


MESSAGE-PROCESSING PROCEDURES 

66. A review of message-processing procedures listed in 
JAIs and other sources Suggests several shortcomings when 
reviewed in the light of the augmented Watch and Battle Starr 
operations in the crisis, 

a. None of the documented procedures relate to 
Battle Staff operations, crisis operations, or wartime 
operations, Documented procedures are essentially 
peacetime procedures, with provision for special short- 
cuts for an occasional message requiring prompt action. 
Despite this the COOP-OJCS specifically instructs 
Battle Staff personnel to follow standard message 


processing procedures, 
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Ὁ, There is no centralized source of massage-processing 
procedures available to serve as guides to staff personnel 
aesigned to Joint Battle Starrs 2” 

c. The elaborately dooumented peacetime system for 
message reproduction, distribution, control, and 
clearance, as G2fined in JAIs and d-Sls, is simply too 
slow, complex, and cumbersome to meet operational 
requirements for the rapid processing of a high volume 
of action messages éssociated with crisis operations. 

Te more streamlined and operationally oriented JBS 
procedures replaced many of these peacetime, administratively 
oriented procedures. (See Appendix A, "Processing Message 


Traffio,") 


ACTION OFFICERS 

67. The development of action papers iS probably the most 
crucial part of the whole process by which ὕηξ Joint Staff 
provides support for JCS command decisions. «ail action 
otticers involved in the Cuban crisis were subjected to very 


heavy and demanding workloads, but the pressures were 


17 Fora compréhensive description of the organization, 
mission, facilities, and operations of the Joint Chiefs of 
Staff Message Center, see WSEG paper, "Joint Chiefs of 
Staff Message Center Operations", 10 April 1962, SECRET, 
Limited Distribution. 
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particularly concentrated on a few ke, officers who were 

most knowledgeaole and had the conf_dence of the command, 
Despite the very capable performance shown by J-3 action 
officers during the crisis, it is questionable if the J-3 
organization could have provided adequate staff support for 
considerably expanded emergency operations, [τε the Cuban 
crisis had escalated into larger proportions, or if a second 
cr!sia had developed simultaneously in, say, India or Berlin, 
the supply of experienced J-3 action officers would have been 


quickly exhausted. | 


68. One of the greatest assets of experienced action officers 
is their detailed knowledge of the appropriate sources and 
channels of information and of the techniques and procedures 
for preparing and processing action papers, They have 
appropriate files readily available; they know whom ὕο call, 
where to go for particular types of information, and with 
wnom their actions must be coordinated; and they are familiar 
with the types of format and levels of detail required by 
the JCS in the submission of action papers, Knowledge of 
this type, together with the possession of detailed information 
on particular geographic areas or subject matters, represents 
a relatively rare combination of skills which is found in only 
a few key individuals who have had relatively continuous, 
specialized training and experience, The fact that a number 
of J-3 action officers had this combination of procedural 
knowledge and subject matter competence probably inade the 
difference between an effective J-3 operation and an inef- 
fective one during the Cuban crisis, (See Appendix "A", 


“JBST and Action Officer Procedures,") 
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69, The preparation of the daily and supplemental SITREPs 
was one of the most time-consuming and difficult tasks 
assigned to the Joint Battle Staff, The difficulties en- 
counvered in its preparation stemmed from several sources: 
{a} the format for presentation of SITREP data was not known 
or fully understood by many of the members of the Battle 
Staff; (Ὁ) the lack of feedback of information from the JCS 
made it difficult for the JBS to determine what information 
to include in the SITREP; (c) the process of collating, 
organizing, and analyzing data relevant to the emerging Cuban 
situation was complicated by the sheer volume and complexity 
of inout data arriving from CINCs, Commands, and Service War 
Rooms; (ἃ) initial input data from the CINCs proved to be 
inadequate to the needs for JBS SITREP production; and (e) 
preparation of the SITREP was hampered by the lack of a 
centralized source of information on the current deployment 


and status of forces. 


ΤΌ, Present procedural guidance for the preparation of 
SITHiPs is limited to the assignment of responsibility for 
its production and a brief description and topical outline 
of its content. Based on the Cuban Battle Staff experience, 
this guidance is not sufficient to insure the production of 
Situation Reports which fulfall the basic purposes of this 
report. Additional procedural guidance was needed in 
providing the basic criteria of relevance for the inclusion 
and exclusion of information to be utilized in the report, 
and in identifying and centralizing the input sources of 
information. (See Appendix "A", "Situation Reports (strREPs ).") 
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INFORMATION SUPPORT OPERATIONS 
1, Tne Cuban erisis emohasized the need for 2a highly 
detailed data base for Status of Forces information, a 
capability for rapid retrieval of that information in many 
forms, and the need for more clearly defined requirements 
fos general informational support. In responding to requests 
for Information, Joint Battle Staff personnel would frequently ~ 
turn to the Status of Forces Branch for current information 
on status of forces and other force data. Information was 


"right now" and in a variety of formata, 


usually required 
As ἃ result, the Status of Forces Branch was overwhelmed by 
requests for informaticn which far exceeded their original 
terms of reference and their capacity vo respond, i general, 
it was found that Joint Operational Reporting System {JOPREP) 
reports containing Status of Forces informataon, i.e., REDAT, 
REDNON, REpRAD, / were not as useful aa the STTREPs submitted 
by the unified and specified commands, They were not timely 
and did not contain the detail required by various users of 


this information. In effect, the JOPREP for Scesus Resorts was ποῖ 


responsive to Joint Starf requirements for implementing contingenc 
plens. 
Τὰς Although lack of modern graphics and display production 


material, adequate map bases, and storage space was 8 
problem for support operations, major problems stemmed from 
changing requirements for displays and graphics and the lack 
of uniform guidance. Lack of uniform guidance stemmed, in 
part, from the fact that the Branch had to take direction 
from two different masters, Branch personnel tried to be 


responsive to both the operations personnel they served, 


i namely, the JBST and JCS/J-3 Duty Officer Watch, and to the 


i 
4 
ἢ 
| 
| 
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17 Operational Ready Reports, Atomic, Non Atomic and NORAD. 


TOP CRSET 


ΤΡ CRET 


TO? SECRET 


Chief of the Operations Support Daviston, (See Appendsx "B", 


"πὰρ Status of Forces Branch.") 


RELOCATION OF THE ALERT CADRE 
73. Relocation of the alert cadrell 


(See "Discussion", 


paragraphs 40 and 41.) 
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APPENDIX "A" 
JOINT BATTLE STAFF TEAM PROCEDURES ὦ 


BRIEFING AND DEBRIEFING 


1. Briefing and debriefing within OJCS, under normal con- 
ditions of functioning, tend to form a complete feedback com- 
munication loop. Briefings provide JCS with data essential 
for planning, decisions, and action directives, Debriefings 
of JCS meetings, in turn, provide the Joint Staff with the 
information and guidance required for the implementation of 
decisions and directives, During the Cuban crisis, the normal 
system of briefing and debriefing underwent various changes, 
both planned and unplanned, ‘The present section discusses the 
nature of these changes and their consequences for Joint Battle 
Staff (JBS) functioning during the crisis, Specifically, it 
describes the role of the JCS in thé conduct of briefings, 
examines the degree to which the Battle Staff briefing 
procedures used during the crisis conformed with preexisting 
procedural documentation and practice, and notes some problems 
that developed in relation to JBS briefings and JCS debriefing 


procedures, 


BRIEFINGS 

2. The conduct of daily operational briefings is an 
established function of the Current Actions Branch, Current 
Operations Division, J-3. The scheduled Gally briefings in 
the Current Actions Center (CAC) include an 0830 briefing for 
the Directors of the Joint Staff and a briefing at 0930 for 
the J-3 Staff ang other Joint Staff personnel, These briefings, 
and various special or "on call" briefings, are normally 
prepared and presented by one of the five Current Action 
Center Watch operations officers who have been specially 


trained in briefing procedures and techniques, 
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3. With the phase-in of the Cuban Battle Steff on 21 October, 
and until the JBS was disbanded on 12 November 1962, ‘the basic 
responsibility for both scheduled and "on cali" briefings shifted 
from the CAC Staff to the Joint Battle Staff. Thie shift 
conformed with the procedural guidance contained in the JCS 
document, CONTINUITY OF OPERATIONS OF THE ORGANIZATION OF THE 
JOINT CHIEFS OF STAFF, (coop-oses)2/, which directs that 
operational briefings will be coordinated by the Chief, Joint 
Battle Staff, when established. This document also specifies 
that scheduled briefings will be conducted daily, as prescribed 
by the Director, Joint Staff, who also prescribes other briefings 
on call and authorizes the briefing attendees. 


4, The Joint Battle Staff took over the responsibility for 
the routinely scheduled 0830 briefing for the Joint Staff 
Directors. The briefing of other Joint Staff personnel, 
normally scheduled for 0930, was combined with the JBS rellef- 
of-watch briefing at 0900. Another change-of-watch briefing was 
given at 2100 daily.3/ These briefings were presented by the 
Joint Battle Staff Team (JBST) Chiefs and were continued 
throughout the period from 22 October until 12 November, when 
the Battle Staff was disbanded and the Current Actions Center 


returned to an augmented Cuban Wateh.A/ 


5. On Monday, 22 October, the Chairman, JCS, requested a 
special ten-minute briefing each morning on Cuban intelligence 
and operations. These briefings were scheduled for O800 daily, 
and were presented by one of the three J-3 Deputy Directors, wha 
were serving as Battle Staff Chiefs (Duty Generals). ‘The oral 


briefings for the Chairman were begun on 23 October and were 


17 JCS - CONTINUITY OF OPERATIONS OF THE ORGANIZATION OF THE 
JOINT CHIEFS OF STAFF, Part I, "Operations at the Pentagon," 
pp. 18-19, 27 August 1962, SECRET, 

2/ Ibid. 

, T3H-1282-62, 25 October 1962, TOP SECRET, 

/ DISM~1442-62, 12 November 1952, CONFIDENTIAL. 

8/ Inverview No, 4, 12 March 1963, 


i 
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~ 
also attended by the Director, Joint Staff, end the Director, 
J-3. ‘They were contanued until 10 November, when the Chairman, 
JOS, requested that the oral briefing be discontinued, out that 
avritten briefing script, using the same format as previously, 
be delivered to him by 0839 daily, These written briefing 
reports were later prepared by the augmented Cuban Watch and 
were finally discontinued on 30 November 1962," Script copies 
of each Chairman's briefing were distributed vo him, tne White 
House Situation Room (via DIA courier), the U.S. Representative 
to NATC, the Director, Joint Staff, the Director, J~3, the Joint 
Battle Stafr¢ Chief, to J-5, and to the J-3/JCS Duty offscers. 


6. In addition co the Chesrnan's briefing, the Jo1at Bactle 
Staff was quiexly charged with responsibility for othes special 
briefings. On 24 October, the Director of Operations was directed 
to provide a daily 1500 briefing on the Cuban situation to Aandirad 
Desmond W. Piers, Chairman, Ornedien Joint Statf, vashington.~ 
On the same date (24 October}, J~3 input was requested for a 
briefing for the NATO Standing Group at 1500 μουν, ὦ and on the 
followsng day, the Director, J-3, was durected to provide dally 

briefings for this croup” 


L7 J3m (no number) from Deputy Director, J-3, to Chie’, JBST, 
subj: “Briefing for General Teylor," 10 November 1962 (no 
classification); and J3M (no number) from Deputy Director, 

J-3, to Chief, JBST, same subject, 12 November 1962, (no 
classification), 

27 J3M for the Record from H.B Stark, Capt, USN, Watoh Officer, 
subj: "Morning Br.efing Report to Generel Taylor," 30 November 
1962, (no classification) 

3/ 33M (no number), from Deputy Director, J-3 to JBST Chiefs, 
subj: "Briefing for General Taylor," 10 November 1962, (no 
classification}. 

4/ 33M (no number), 24 October 1962, TOP SECRET Although this 
memorandum indicates that the briefing for Admiral Piers was 
to be conducted at 1500 houra, this time apparently was quickly 
changed to 1415 hours, A ΟΜ from Director, J-3, to Chief, 
Joint Battle Staff, subj: "Joint Battle Staff Check List,” 

24 October 1962, notes the time of the briefings as 1415 hours. 
On 2 November, Admiral Piers requested that the briefing 
"revert to the normal and be done at 1500 today if possible," 
Memorandum from unidentified cfficer to Deputy Direcvor, J-3, 

Ὁ November 1962, 1125, 

5/ J3M for the Record, from Military Secretary, J-3, subj: Briefing 
for Standing Group NATO," 24 October 1962, 

6/ J-3 MCL No. 9, δῷ October 1962, 0600 EDT, TOP SECRET, 
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7. In summary form, the Joint Battle Steff was responsible 
-for the following daily schedule of formally established 


briefings: . - 


Time Attendees Briefing Officer or Coordinator 
0800 Chairman, JCS Battle Ssaff Chief (B/Gen Cley) 
Director, JS 
Director, J-3 
6530 Joint Steff Battle Staff Team Chief 
Directors 
0900 Joint Stafr Battle Staff Team Chief 
Personnel & 
Incoming JEST 
1415 Admiral Piers, Battle Staff Chief (lst Dey) 
Canadian JS Battle Staff Team Chief (Later) 
1500 NATO Standing Battie Staff Team Chief 
Group 
2100 Ineoming JBST Battle Staff Team Chief 


8. In addition to these formally established briefing 
sessions, there were numerous informal briefings of visiting 
military personnel dnd of personnel from the Office of the 
Secretary of Defense, the State Department, and other agencies. 
The formal change-of-watch briefings were also supplemented by 
face-to-face briefings between the personnel occupying counter- 
part positions in the outgoing and incoming Battle Stair Teams. 
For example, the incoming Battle Staff Team Chief usually arrived 
one-half hour before his Watch began and the outgoing Team Chief 
remained one-half hour longer than his scheduled time of relief, 
50 that both could discuss actions that had been completed and 
the follow-up or future ections that were required. Similar 
personal briefings occurred between the Operations Coordinetor, 
the J-3 meprecentatsve, and other counterpart personnel on the 


two teams. 


I/ interview No. δ, Ἅ April 1963, 
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DEBRIEFING 

9. The procedure for debriefing JCS, State-Jcs, and OPS DEPS 
meetings, in order to review JCS action en asenda itens, is 
established in JAI 5410.2B, BRIEFING AND.DEBRIEFING PROCEDURES 
FOR JOINT STAFF PERSONNEL, 16 December 1960. This Joint 
Administrative Instruction provides the following schedule of 
meetings subsequent to which the Director, Joint Starr, conducts 


a debriefing and issues necessary instructions to the staff: 


OPS DEPS Meetings (Tuesdey, 1400) 


jm 


Jo" 


JCS Meetings (Wednesday and Fridey, 1400) 

¢. State-JCS Neetings (Friday, 1400) 
The specified attendees at these debriefings include the Director 
of each Joint Staff agency (or his representative), and a member o: 


the Branch responsible for briefing each iten. 


20. This previously established mechanism for debriefing was 
not used throughout the period of Joint Battle Staff func Loning 
from 2. October through 12 Nevember for various reasons, including 
the tightly centrolied nature of Cuban intelligence information 
and U.S. intentions during the early phases ef the crisis, the 
fact that the Joint Chie?s of Staff were in almost continuous 
session for many deys, and the fact that the key personnel 
normally invelved in the debriefing procedure were neavily 
preoccupied with the press of other work. Even if these personnel 
were availabie, the extreme sensitivity and security surrounding 
U.S. intentions in the crisis, would heve precluded extensive 


decriefings of the Joint Stare, 


11, The basic pattern for this changed mode of operations was 
established € week or more prior to the formation of the Joint 
Bettle Staff, and it involved the establishment of a direct ena 
immediate relationship between the JCS and a few selected action 


officers comprising the Cuban Planning Group. This Grow, and a 
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few additional individuals who were subsequently informed, re- 
tained tizht securitr contro2 of information on Cuban events 
and JCS decisions prior to 19 October. On the letser date, 
additional key members of the Joint Steff were briefed on the 
nature of the Cuban missile threat and the anticipated 


Executive Depertment and JCS plans. 


12. The cnanged mode of operations established during this 
eerly period tended to persist, in varying degree, throughout the 
crisis in the form of 4 more direct relation between JCS end the 
action officers assimed particuler responsibilities for the 
various phases of Cuban operations. Especially during the first 
wee of JES operation, there wes a major informational hiatus 
between tne Battle Staff and the JCS decision-making and 
implementation process. A large proportion ef the JCS decisions 
for action or deferral of action during this ezrly phase came 
vo the attention of the Joint Battle Staff only indirectly and 
after a considerable time delay. Only a small proportion of 
the JCS QUT-messages were drafted in the JBS,~ and, in numerous 
cases, the JBS members were unaware thet a given JCS decision 
hac been made until they received a delayed informational cepy 
of the message via the Emergency Actions neam.~ In some cases, 
queries on = given JCS message were directed to the JBS from 
tower echelons of command before che JBS had received copies of 
the mescage chat stimuleted the query. Ina few cases, two 
messages cn the same subject were dispatched co lower echelons 
because the JBS did not have information that a previous message 
on the same subject had been sent. 

13. The informational vacuum thus created for the JBS ied to 
efforts to establish new channels of communication between the 
17 Interview No. 4, i: arch 1953. 


2/ Interview No. 1, 7 Merch 1263. 
3/ Interview No. 2, 8 March 1963. 
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Battle Staff and the JCS Gola Room, where the Joint Chiefs were 
meeting These chennels were never completely fcrmalized and 
routinized, but by about 1 November they ware epparently 
surficiently well developed and understood that ther provided 

a reasonably adequste feedback system for JBS operations. The 
techniques used for securing information directly from JCS 
appear to have varied somewhat over time. Initially, arrangements 
were made for the Joint Secretariat officers stationed in the 
anceroom of the Cola Room to telepnone the J-3 Battle Staff 
Chasf (General Duty Officer) to inform him tnat they had infor- 
mation for the Battle Staff. A Battle Staff member wouln then 
be sent to the anteroom to secure the unforma tion According 
to sone informants, v'’s system dic not prove wholly secis- 
factory, and subsequent arrangements included having the action 
officers come directly from the JCS meeting to report to the 1853, 
and sending the JBS Qperations Coordinator ar J-3 representative 
to the Secretary or Deputy Secretary: JCS, to determine what 


had happened in che JCS meetings. 


DOCUMENTED PROCEDURES 
12 The following OJCS documents percaaning to criefing anc de- 
triefing procedures were in effect at the time of the Cunan 
ericia' 
a 0S, Continuity cf Operactons cf the Organization of 
the Joint Chief of Steff (COOP-OJCS), 27 August 1962, SECRET, 
Ὁ. JAI 5410.08, Briefing and Debriefing Procedures far 
Joins Staff Personnel, 16 December 1960, UNCLASSZFIED, 
c. J-3 Instruction 5410.1A, State-JCS/Joint Staff Meetang 
Agendas, 2 July 1962, UNCLASSIFIED, 


1/7 snterview No. 2, 8 March 1062, 
2/ Interview No, 3, 11 March 1963; Interview No, 4, 12 March 1963. 
B/ Interview No. 6, 1 April 1963. 
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ἃ. J-3 Instruction 5410,3E, Procedures for Briefing Sheets, 
Oral Briefings and Debriefings, 17 August 1961, UNCLASSIFIED, 

e, J-3 Instruction 3000.5, Weekly Operational Briefing for 
the Directer for Operations, 26 March 1962, UNCLASSIFIED. 


15. The most pertinent of these documents for Joint Battle 
Svaff briefings is the COOP-OJCS, which provides a brief outline 
of the format and content of operational briefings .2/ None of 
the above documents provides an explicit statement or mechanism 
for Joint Battle Staff debriefing of JCS meetings. It should be 
noted that the COOP-O0JCS provides for Secretary, JCS, represen- 
tation on the zB3;2/ there was, however, no such Secretariat 


representative assigned to the JBS. 


16. A conparison of the actual operations of che JBS during 
the C.ban orisis with, the procedural guidance available in pre- 
exisu.ng OJCS documents indicates a number of discrepancies 
and problem areas: 

a. Although the responsibility and general format of 
operational briefings 18 well-defined in the COOP-OJCS 
document, the process of collecting and coordinating the 
input sources of information for operational briefings was 
not specified or clearly delineated. Personnel on the JBS 
who were responsible for briefing preparation and presen- 
tation were handicapped by a lack of intimate knowledge of 
both the internal and external sources and channels of input 
data and by lack of experience in the techniques of briefing 
preparation. This problem was solved to some extent by having 
one of the regular CAC briefers collect the input data and 
prepare the seript for the daily briefings of the Chairman, 


17 Seé, especially, Section I; paragraph 7c, pp. 18-19. 
2/ COOP-OJCS JBS Organizational Chart, Part I, p. 15, 
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gcs This script was then utilized for the briefings con- 
ducted by the Battie Staff Tear chiers This ad hoo 
adeptation is, however, a departure from the br2efing 
responsibilities assigned to the Baitle Staff in the COOP-OJCS 
cocument , 

b. The efficient administration of the Battle Staff was 
hammered by the practice of using the Battle Sterf Chiefs 
(Duty Generals) and Team Chiefs for briefing presentations. 
The large amount of tlme required for briefing preparation and 
presentation not only anmosed 8 Personal hardship on the Batule 
Staff leadership but also necessarily interfered with ivs 
primary functions of planning, directing, and coordinating the 
activities of the Battle Staff team membere. This interference 
wita Lvsmary directive functions was further aggravated by vari~ 
one sp:.tal and δὰ hoo briefings which they were called upon to 
perrorn, & number.of observers in the OJCS have noted the 
re 5δὲτν Lor reducing the number of scheduled and ad hoc 
briefings conducted by the Battie Staff and also the desirc- 
biarsvy of essigning responsivility for briefing presentations 
co officers who ae nec have primary responsibirivies an the 
d2rection and administration of the mes.” 

&. Several of the offices in the Office of the Secretary 
of Defense which were vitally concerned with Cuban affairs did 
not consistently send representatives to the regularly 
scheduled briefings conducted by the Joint Battle Stafr in the 
Current Actions Center. This resulted in the need for con- 
ducting additional special briefings for their benefit and 
an unnecessary increase in the volume of communications be- 


cWeen individual OSD sffices and the Curran Accions Cencer. 


I7 Interview No. 4, 12 March 1963. 

2/ Interview No. 3, 11 March 1963; Interview No. 4, 12 March 1963; 
Interview No. 5, 13 December 1°62, 

3/ Interview No. 1, 7 March 1963 
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ὦ, The failure to use the peacetime system of debriefing 
JCS meetings createa numerous problems, It made it dirficuit 
for the JBS to ascertain the briefing needs of the JCS and 
te tailor their information collection, analysis, and 
presentation activities to these needs, It creeted an infor- 
mational vacuum which made it difficult for the JBS to plan 
advanced actions. It produced unnecessary confusion, 
duplication of effort, and lack of coordination in the 
performance of JBS and Joint Starr activities. In summary, 
the failure to provide an established information feedback 
mechanism from JCS to the JBS seriously hampered and, 
1n some casea, negated the fulfillment of the Battle Staff's 
intended function of expediting and coordinating JCS actions .2/ 

@, One of the emergency procedures intended to 
remedy the problem of keeping the JBS informed of JCS actions 
is the provision for inclusion of a representative of the 
Office of the Secretary, JCS, on the Battle Staff. This 
representation, which is specified in the COOP-OJCS, was 
not effected during the Cuben crisis, If it had been, 
it 18 probable that at least some of the confusion and 


lack of coordination could have heen avoided, 


The breakdown of the peacetime debriefing procedures 
and the failure to effect satisfactory substitute procedures 
during the crisis sugge3t the need for a more thorough 
review of the whole debriefing problem and the development 


of more realistic and efficient debriefing measures. 


17 JCS, CONTINUITY OF OPERATIONS OF THE JOINT CHIEFS OF 
STAFF (ΟΌΟΡ 08), Part I, Paragraph 2g, 27 August 1962, 
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SITUATION REPORTS (STTREPS) 


17. One of the essential functions of tne Joint Bactle 
Staff is cto presence the JCS, and others, with a clear, 
accurate picture cf a crisis situation as it unfolds, 

Gut of the mass of incoming snformation from all sources, 
which must de read, digested, unoerstood, and placed in 
proper context, the JBS has to produce a condensed, timely, 


and accurate cnaraccerization of events as they develop. 


18, The established mechaniam for fulfilling this function 
is the Slctuation Report (SITREP). Its purpose is to provide 
guidance, advice, direction, or information to agencies of 
the JOS and commands, or other interested agencies of fovern- 
ment. It 28 designed Lo keep the JCS, the unified and 
specified commands, the Director, Strategic Target Planning 
(DSTP), and the Alternate JCS Control Centers (AgCGCs) con- 
tinvally apprised of existing political-military and opera- 
tleonal situations and of che commander's overall operational 


1, 
plans. 


17 JCS Pub. 6, JOINT OPERATIONAL REPORTING SYSTEM (Short 
Title: JOPREP), Marcn 1962, SECRET, 
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19. [fhe COOP-OJCS document direces the publication of a 

JCS SITREP "as of 24002 hours daily by 0300Z hours-daily" 

as an execution task of the Joins Baitie svar” WicPin 

the Bactle Staff, the Team Chief 15 made responsible for 

gurervivion of SITREP preparation snd the Joint Staff 

Directorate representatives in tha Operations Section of 


27 
the Battle Staff are directed to furnish appropriate inputs 


20. This section will discuss Joint Battle Starf actions 
relating te the publication of the SITREP, compare these 
asvicas with documented procedures existing prior to the 
Cuban crisis, &nd comment on the adequacy of documenced 
procecural guidance in the light of the Cuban Battle Staff 


experience. 


JOINT BASTLE STAFF PROCEDURES 


εξ 


51. The first JCS SITREP published oy the JBS (No, 1-52) was 
issued as of O400Z on 23 Octoper, and was cispa:ched ες a JCS 


ΚΙ ἐ 
message at 1035Z to Address Indicator Group (AIG) 936, and 


Δ), JUS, CONTINUITY OF OPERATIONS OF THE ORGANIZATION OF THE 
JOINT CHIEFS OF STAFF, Part I, "Operations at the Pentagon," 
paragraph 74, 27 August 1962, SECRET. 

2/ Ibid, 

3/ Msg, JCS 6897, 2310352, TOP SECRET. 

A/ AIG 936 includes the following action addressees: CINCAL, 
CINCLANT, CINCARIB; CINCONAD; CINCPAC; CINCNELM; CINSAC; 
CINCEUR; CINCSTRIKE; DIA; JACZ, Ft, Ritchze, Md,; JACE/Afloat, 
Norfolk, δ.) JACE/Airborne, Andrews AFB. It also includes 
CNO (ΟΡ ΑΝ); AU Gmd Post, Maxwell AFB, Ala.; and CG MCP, Camp 
Lejeune, N. C., as information addressees, These addressees 
for SITREP messages remainea the same throughout tae entire 
period from 23 Ocicber to 6 December 1962. See JCS Pub. 6, 
JOPREP, op. cit, 
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/ 
tne Darector, St.ategic Taczay Planning. From 23 October 
αὐ 5 December, a total οἴ 45 daily SITASPs was produced by 
the £13 or (after 12 November) by tne avemenzed Cubar. Wetch. 


πῶς fivai SITREP (No. 45-62) was pibsished av 0500 on 6 
» 


Deromser, es discuncinuance coincided wich tna discontinuanse 


af Speration SCABBARADS ard dasestablishment of the Cuban Watch 3, 


@i. Τὶ addition to the basic dally JCS SITREP, the JBS also 
pebuisnhed two supplenentary SITREPs each day Gusting the period 
ὕπο 23 Qcnober to 4 November ἐλ In contrasz to the bas-c 
S.0R3'e vhich were published and dispatched as JCS acvior out- 
meesaces te the CINCs, DIA, anid the Joins Alternate σου τη 
Elements (JACEa), the 26 sunplerentary Situation Reporcs 
procucea hy the oBS were addressed as meroranda for the Joint 
Chsofs of staff, ani shelr distrioutson wes limited to the 
OJCS, The OFftu2 o the Se wetaryvy o. Defense, the White House, 
ani νὴ Lous comnaa?. epevatsons, fag plans ofrices in sone 
Aiay. Navy Air Posce ane varie corps .2/ They were published 


at cseht-hour intervals after the C500 publicatior time of the 


tA 
booed SITTRED, & 


ly OSTP is Located 42 Orfutv APS, Neb. 
ev Mss, JCS 7715, SECRET, All SLTREP messages were classified 
TCF SECRET, except the last two (44-62 and 45-62), which 
vere classi“ted SECRET, 
¢ Meg, JCS 7727, TOP SEURET, 
/ The first supplerental CITREP was published as of 20002 on 
23 Uctober, The final supplemental SITREP ‘wo, 26) was 
ubliished ac 2100Z on + Nevember 1962, 
5/ [Pras number of coolis ead Aastrioucion Jest res aapulerental 
STREPS varied somewhat throughouc the perlod 23 October- 
4 November. The faunal supplemental report (No. 26) carried 
the following distribution list (number in parentheses 
following each addressee refers to the number of copies 
sent); CICS (2); CSA (1); DCS/OPS (1); CNO (1); OP-OG (1): 
ELF (2)3 AFXPD (1); CMC (1); DC/SPMC (1); Dir, JS (2): 
λα Mr, JS (2); Dep Dar, JS (2); J3RR&A (10); Dir, J-1 (1 
2 Δ; τὸ (τὸν «πὶ (3)3 T-5 (353 ὅ-6 (3); Seoy, 905 (2) 
Joint Bastle Atafl (20); SA/MAA (1); DASA (1); SaACSA 3} 
DIF (5), CTA (2), OSD (443 White House, 6581 Clifror 12 


͵ 


ἔπι 


— 
ue 


4 
a 
. 


6/ A-cord:ng to two OJCS irformante intervzewed, supplemencal 
SITREPs were published for several days at six-hour intervals, 
However, no evidence for this statement can be found in the 
avellable Cuban SITREP file datar] 
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23.fin summary, the following 24-hour scuedule of preparation 
was followed by the JBS in the publication of the basic and 
Bupriementery SITROPs during the period from 23 October ts 


1/ 
4 November (all times saom are local); 


Supplemental Supplemental 
Action Basic SITREP SITREP SITREP 
Effective up- 
date cut-off time oool 0800 1600 
Team members submit 
inpuc information 
to Operations 
Coordinator NLT 0030 083C 1630 
Coordinate with Cor} 
Service Liaison 
Official at 0100 og00 1700 
Dr2ft suomitted to 
Teem Chief for 
approval HLT o400 1200 2000 
o/ 
Release Message NLT 0430 1230 2000 -Ξ 
Publication Time 0500 1300 2100 


After 4 November, the need for 8-hour supplemental SITREPs 
aoperencly diminished, and from thac date until ἘΠῚ December only 
the basic SITREP, published at 0500, was prepared and dispatched] 


2k The preparation of the daily and supplemental SITREPs vas 
probably the most time-consuming and difficult taek assigned to 
the Joint Battle Staff, The difficulties encountered in lts 


prevaration stemmed from severel sources: 


7 U3" T28262, from Executive, J-3 for Director, J-3, to Joint 
Battle Staff Teams, subj: “JBST Sop-, 25 October 1962," 

(no classification). 

27 Although 2000 is given as the time for release of this supple- 
mental in J3M 1282-62, tnis is probably a typographical error, 
and should read 13030. " 

3/ 33M (no number) to JCS from Deputy Director, J-3, for 
Director, J-3, sub J: "Supplemental Situation Reports and 
Cperation SCABBARDS,' 5 November 1962, TOP SECRET. 
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8. ἴδιο format for presentation of SITREP data was ποῦ knowm 


or fully understood bv_many of the members of the Battle Staif 
Especially during the first few days of Battle Start cverations 
(21-24 Ostovber), there nas some ctafusion in achiev_nz an 
acceptable, Standard Sorm of presentation among the dirrerent 
Battle Staff shifts. | Tne basic durectlve on preparzt.on 

of the SITREP is the JOPREP publication, which notes tnat 

the SITREF should be a narrative report that includes intelli- 
gence ¢ndicators énd the commander's assessment of che 
situation. Specifioelly, it is to include a summary of the 
s?isting operationel situation on the following topics: 

(1) Intelligence on sigaifieant cnanges to the enemy 
order of battle znd possible/probable enemy courses of 
δουΐοῃ, 

(2) Deployment or proposed deployment of forces as a 
result of the eurrent s.suacion, 

(3) Logistic deficiencies to support planned operations, 

(4) Signifzcent sipplemestacy actions being Sakea or 
proposed to be tatcen. 

(5) Supplementary actions and/or decisions which may 
be required of the Jcint Chiers of Staff or other commanders 

Although this format was used by the GInc in ther submission 
of SITREPs to 105,3 it apparently proved to be somewhat 
unsatisfactory for JCS representation of the situation. On 

24 October, the Chairman, JCS, sent a memorandum to the Directo> 


Joint Staff, indicating that it was essential to increase 


information transmitted to the White House, the Secretary ot | 


17 inverview No 1, 7 March 1963, 
— 


@/ JCS Pub. 6, op.cit, 
3/ JCS Pub, 6 SOPREF 
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Defense, 6nd tne Deput; Secretarr of Patense "particularly in 
regard to the developments in the Cuban situation, "2/ This 
memorandum directed tnat SITREPsS be enclosed in the’ morning 
auntelligence briefing book for M/veneral Chescer V, Clifton, 
USA, Malatary Aide to the President. It also enclosed a 
zemple SITREP, noting the following fornat: 
{1} Intelligence 
(al Military reaction by country 
(Ὁ) Political and press reaction by covntry 
{2} Operations 
(a) Operational develapments -- actions by JCS, 
unified and specified commanda and cask forees 
(Ὁ) Status of forces 
(3) Logistics 
(4) Ovher developments. 


This format, with mlnor variations, was used thereafter by the 


Joint Battle Staff ‘and subsequently (efter 13 November) by 
the augmented Cuben Wateh. | 
b. The Jack of fesdback of informataon from the JCS made 
At difficult for the JBS to determine what information to 
include in the SITREP, The failure to use the normal JCS 
devriefing mechanism, described elsewhere in this paper, 
proved to be a major handicap, especially during the first 
weet cf JBS operations. In the absence of direct and current 
knowledge of JCS decisions and actions, the JBS had an 
inadequate context against which to develon a ratacnale or 
set of criteria for inclusion or exelusion of data in the 
sTTREp, 2/ By default, the determination of items of signifi- 
cance to the JCS was essentially based on the surmise of 
Battle Staff Chiefs and Team Chiefs, rather than on clear 
uidelines from JCS, 
17 GW 51-62, from Chairman, JCS, to the Director, JS, subj: 
“Passing Information to White House, Secretary of Defense, 
and Deputy Secretary of Defense," ah October 1962 (no 


classification), 
2/ Interview No. 3, 11 March 1963. 


Stee, Se 
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5. The process cf collating, organizing, and analyzing data 
relevant toa the energing C.ben sstvation was corplicated oy 
the sheer volume and complexity of the input data arriving 
from the CINCs, Commands, end Service War Rooms. The ideal 
SiTREP would presumably orovide the JCS and other decision 
makers with a continuing, comorehensive characterization and 
analysis of the evclving situation. This ideal wag rarely, 

ΔΙ ever, achievea in practica, tartly because the JBS was 

not administratively staffed, trained, and equipped to 
coordinate and assimilate the vast volume of incoming messages 
aac osher commurnicécaors, Die infer iacuen overload that 
characterized the farst critical ceys of operation laft the 
JBS with insufficient time to sift and analyze the general 
significance of the 1ncoming reports anc messages, As a 
consequance, the SITREP tended to develop into a recital of 
selected factual deca, with minimal analygia or characteriza- 


tion of the overall situation. 


gd Initial input data from the ΟἿΟΝ proved to be inadequatc 


to the needs for JBS SITREP production. During the early 
days of the Cuban crisis, the CINCc apparentiy failed to provide 


timely reports on their owm ections, This necessitated 
numerous Qirect telephone calls oy Battie Staff members to the 
CTNCs in order to secure current information. Subsequently, 
this problem was alleviated by requesting the relevant CINCs 
to submit their SITREP reports at six-hour or twelve-hour 
untervals, rather than submitting only one daily report. It 
wag also eased wnen the JBS achieved better liaison end 
coordination with the Service War Rooms, particularly with 
Navy Flag Plot and the Army Service War Room which, together 
with CINCLANT, furnished a major share of the input data for 
the strep. 


1/7 Interview No. 3, ΠῚ March 1963. 
B/ Interview No. 6, 1 April 1963; Interview No. 7, 1 April 1963. 
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8, One of the ma/or_proolems znvolved in the JBS p-eparation 
of the SITREP was the leck of = ceitralized source of inrorma- 
tion on the current deployment and status of forces. Status 
of forces information const: tvced a major ani critical portion 
of the SITSEP content, but the recently developed J-3 Status 
of Forces Branch was not able to furnish timely and detezled 
information or the type required for adequate reporting in the 
strrEP~ (See Appendix "3" for a more thorough coverage 
of the Stetus of Forces Branch.) Consequently, the JBS was 
forced to secure this information from a wide variety of 
additione! sources, and, in the absence of an adequate system 
for screening and coordinating cnis information, some of the 


anformation on statrvs of forces reported τῇ the SITRES 


proved to be outdated, conflicting, or erroneous. 


DOCTMENTED PROCEDURES 
25. A search of OJCS documentation on the SITREP that existed 
prior to the Cuban event reveals only two sources directly 
relevant to ats preparation by the Joint Battle Staff: 
a JCS Pub, 6, Joint Operational Reporting System (Ὁ) 
(Short Title: JOPREP), Narch 1962, SECRET. 
Ὁ, JGS, Continuity of Operations of the Organization of 
the Joint Chiefs of Staff, 27 August 1962, SECRET. 


DISCUSSION 

26. Present procedural guidance for the preparation of SITREFs 
18 limited to the assignment of responsibility for its production 
and a brief description and topical outline of its content. Based 
on the Cuban Battle Staff experience, this guidance 1s not 
sufficient to insvre the production of Situation Reports which 


fulfill the basic purposes of this report. Additional procedural 


T/ interview No. 4, Τῷ Merah 2963, 
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guidence and organization δροθαν toe be aeeled {a} in provading 
th: basic criteria of relevance f+ the incluston ani exclusion 
of icformation to be utilized in the report; (Ὁ) in delineating 
ang eentralicing tue input sources of information; and (6) in 
cevelopiig a cadre of pergonnel who are specially trained in 


its preparation anc production, 


27. The SITREP is an important document for communicating a 
general understanding of unfolding events, and for anfluencing 
Gecisions. In tne Cuban crisis, despite its deficiencies, 
tne SITAEP was used as ἃ major input fer oral and written 
triefings, as a meéns of keeping the Executive Department, 
the OSD, and OJCS, and the unified and apecifled commands 
apprised of the satuation, and as an internal communicative 
Gevice for maintaining continuity of effort within the 
dcint Battle Staff, 


4 


PROCESSING HESSAGE TRAFFIC 
IETRODUCTION 
828, In this section, the procedures which were followed oy 
the JBS for processing message traffic will be discussed in 
detail. These procedures will then be related to documented 
procedures that were in effect before and during the crisis 
period. The adequacy of such documentation will then be 


discussec in the light of experience during the Cuban crisis. 


29. In general, message traffic related to the Cuban erieis 
began te increase on 18 and 19 October. During those two days 
o> the orisis, some 57 messages were processed, Approximately 
20 percent of these were directly addressed to JOS and 31 
percent were JCS outgeing messeges. During the next wwe days 


(20-21 October) approximately 116 messages were processed, of 
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The Cuban Missile Crisis Revisited: An International Collection of Documents, from the 
Bay of Pigs to the Brink of Nuclear War 
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which 35 percent were directly addressed to JCS and 27 percent 
were JCS outgoing. During this four-day period, the Waten in 
the Current Actions Center (CAC) was increasingly eugmented so 
that by Sunday evening (21 October) a full Cuban Joint Battle 
Staff was manning the CAC on a 24-hour basis. During the next 
two days (22-23 October) and the first two days of Battle 

Staff Team operation, approximately 328 messages were processed, 
Of these, 47 percent were addressed to JCS and 15 percent were 
JCS outgoing. Message traffic continued to increase through 

24 and 25 October, then leveled out and gradually declined, so 
that by the end of the first week in November the work of the 
JBST members had declined and become more routinized. On 12 
November, the Battle Staff was reduced to an augmented Watch 

and then in early December the Watch was terminated as a 24-hour 
operation. {For a more detailed analysis of message traffic 
flow see Enclosure ugh, “Punetional Analysis of Command and 


Control Information Flow in the Joint Stafrt.") 


JBST PROCEDURES 

30, The general flow of message traffic into the JBS was 
through the Service Message Centers to the JCS Message Center. 
Action capies of all messages related to the Cuban situation 
were sent via the tube to the Emergency Action Room (EAR), 
sorted, time-stamped, collected into batches by EAR personnel 
and delivered to a message IN-basket on one of the JBST desks 
in the cag. 2/ Here the messages were sereened by one or more 
of the J-3 members of the JBST (the Deputy JBST Chief, the 
Operations Coordinator, or the J-3 representative) and sorted 
into those requiring action, those requiring the attention of 
the JEST Chier or higher authority, and those requiring further 
distribution for information purposes ,2/ 


i7 Interview # 10, Apral 1903. 
2/ Interview # 13, April 1963. 
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31. For messages requiring action the procedures were as 
follows: a 
a. If the message required action by 8 Directorate other 
than J-3, the message was passed on to the appropriate iiaison 

member of the JBST. The Directorate member, in turn, would 
insure that the message was passed on to an appropriate action 
officer in that Directorate, usually via a Directorate Duty 
Officer. 

Ὁ. If the message required action by J-3, the J-3 represen- 
tative or the Deputy Team Chief would directly contact the 
appropriate action officer. If the subject pertained to the 
Quarantine, the message was placed in a Blockade Box and membere 
of the Quarantine Watch would perrodically pick up the message, 

ce. If the message was especially significant or required 
immediate action by higher autherity, the Duty General was 
immediately notified and given the message for his consideration 
Otherwise, the action offacers had responsibility for the 
proper coordination of the message, 

Δ. Messages for information purposes (i.e., those not 
requiring action) were distributed to appropriate action 


officers and one copy was filed in the Master Message File. 


32. When an action officer was assigned to handle a particular 
message requiring action, the date-time group, subject, and the 
action officer's name were posted on a Status of Current Actions 
board. One of the J-3 members of the Battle Staff would then fol- 
low the status of that particular action until it was completed 
by the’ action officer, Information on the current status and 
estimated completion dates on each pending action were posted 
daily. When the action was completed, the item was scrubbed and 


17 
entered in an"Actions Completed Log’ for reference. 


Ἱ interview Flas April T9635, 
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33. A copy of each »essage processed was retained for the 
Master Message File, which was maintained by an administrative 


NCO assigned to each JBST, 


34, Although the Battle Staff maintained follow-up monitoring 
of staff actions, they did not always see the final steff action 
papers before they were submitted to the JCS or other appropriate 
authority for decision and action. Some staff action papers were 
coordinated and then attached to the Master Check list (MCL), whic) 
served a3 an agenda for the JCS. This was especially true of J-3 
action papers Still other actions were submitted througn more 
conventional channels of the appropriate Directorate and then to 
the Director, Joint Staff, for submission to tne gos! 

35. To complete the information flow related to message traffic, 
the Directors, the Director, Joint Stafr, or the JCS would 
consider the staff action Slimsy, and take appropriate action, 

If this action involved a message reply, and it usually did, the 
approved message would be dispatched through the Joint Secretariat 
to the JCS message center, There an snfornatio: eepy cf the 
Ou.tgclng wessage was Usvall; made availatiie te the Jounce Bactle 


Scaff and the action officer, 


36. On the whole, the general unformation flow zelaced vo message 
traffic worked fairly well after the first three days of full 
Battle Staff operation (24 October), although one of the segments 
never did get well proceduralized. This was the process of 
feedback of information from JCS actions taken in the "tank", 
that is, the debriefing process and the securing of “comeback” 
copies of JCS outgoing messages on a timely basis. However, in 
the early period of operation (17-23 Octover), there was some 
aifficulty in establishing procedures for the processing of 


message traffic. 


nterview > Apr ᾿ : 
@/ Interview aD 7 March 1963. 
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37. In the early period of augmentation, during the week οὗ 
15 October, very tight security was maintained on message 
traffic related to the Cuban crisis. Messages vere picked up 
at the mosseze distrioution center and hand-carried by the 
Cuban Flanning Group to the Office of the Director, J-3,. 
Distribution was so carefully restricted that even the JCS/J-3 
Duty Officer did not receive messages normally dastriouted 
through ham. Although this mode of operation was probably neces~ 
sary εὖ the time, it caused some proolems a few days later when 


further augmentation of the Watch and full JBST operation began. 


33, First, J-3 personnel assigned to the augmented Watch and, 
later, to JBS Teams did not have available a complete message 
traffic file which could be used as a data base for background 
information. Moreover, they also had difficulty locating 


messages cited as references in later messages .2/ 


39, Second, the early period did not serve to establish basic 
message procedures that could later be followed by the Battle 
Staff. Indeec, the mode of operation adopted by JCS during this 
period changed normal procedures that were necessary or desirable 
ΠΡῸΣ effective Battle Staff operations. As a result, there were 
problems in reestablishing message-handling procedures, in 
determining the number of copies required by the Battle Staff, 
and, more generally, in smceothing the message~-handling and 
distribution process. ‘The absence of key messages and the use 
of nonstandard methods of message reproduction further compli- 
cated the problem, While such departures from standard 
procedures did not seriously affect overall operations, they 
created the many minor procedural problems that contributed to 


the general confusion and frustration during the first few days 


17 interview ἘΠ, 12 March 1963; Interview #13, April 1963. 
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of Battle Staff operation. It served to compound the beste 
problem of handling a sharply increasing volume of message 


traffic. 


4O, Another problem, not related to the first two, concerned 
the timely availability of copies of JCS outgoing messages. 
Durang the first week of Battle Staff operation, draft messages 
with supporting flimsies would be prepared and sent up the chain 
of command to the JCS for final decision, In the higher command 
decision process, messages would be modified or even redrafted 
by the JCS, approved, and then dispatched through the Secretariat 
to the Message Center for transmission. ‘The Battle Staff 
freguently did not know if the message had been sent, would not 
receive copies of these messages if sent, or the copies would be 
delayed for such a long period of time that queries would come 
back from CINC staffs regarding the message before the JBS had 
received a copy cof the message ,2/ Even then, if changes had 
been made in the original staff message by higher authocaty, 
the Battle Staff would not be informed of the reasons for the 
change. This type of information depended on some standard 
form of JCS debriefing procedure, a procedure which was not 
utilized during the orisis. As a result, the JBS could not 
adequately perform one of its normal staff functions of 
clarifying or resolving minor problems associated with a 


parvicular messace, 


DOCUMENTED PROCEDURES 
Wi, A review of OJCS documents reveals that the following 
pertaining to the processing of incoming messages were in 
effect at the time of the Cuban crisis: 
a. JAI 1180.1¢, Duty Officers - Organization of the Joint 

Chiefs of Staff, 1 December 1961, 
UNCLASSIFIED. 

17 interview #1, 7 March 10603; Interview #13, April 1963, 
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Ὁ, JAIL 5712.2C, State Departnent iNlessages, 4 April 1961, 
UNCLASSTFIED, 

c. JAI 5712.4, Prooedures for Handling Inccming Messages, 
13 March 1959, UNCLASSIFIED, 

ἃ, JAL 5712.6, Procedures for Handling Cowmunicavions from 
CINCUNC, 7 December 1959, UNCLASSIFIED, 


to 


. J-3 Inatruct.ion 5712,1C, Processing of Messages, 2 July 
1962, UNCLASSIFSED. 

ΣΕ, J-3 Instruction 5712.3, Distribution of Cables to the 
White House, 2 October 1651, UNCLASSIFIED, 

g- 7-3 Instruction 5712.4, Control Procedures for Syecial 
and Sensitive State Department Messages, 
22 May 1962, UNCLASSIFIED. 

h. JCS-Secretarlac Duty Officer Instructions, 29 May 1961, 

UNCLASSIFIED, 


4a, Procedures for, the processing οἵ ousgoing messager are 
contained in the documents listed below: 
᾿ a. ΔΙ 5711.3B, Tue Preparation and Processing of Outgoing 
Correspondence, 3 January 1962, UNCLASSIFIED 
ὃς. JAI 5712,.1E, Outgoing Message Preparation and Procedure, 
ὃ January 1962, UNCLASSIFISD, 
ce. JAI 5712.5, Distribution of State or Other Agency 
Originated Messages to Commanders of 
Unified and Specified Commands, 
1 December 1959, UNCLASSIFIED, 
ἃ, dJ-3 Instruction 5710.14, Responsibilities for Ad- 
ministrative Guidance and Review of 
Correspendence, Papers and Messages, 
9 August 1961, UNCLASSIFIED, 
ΕΒ. J-3 Instruction 5712,1C, Processing of Messages, 2 
July 1962, UNCLASSIFIED, 
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ΕΣ. J-3 Instruction 5712.3, Distr bution of Cables to the 
White House, 2 October 1961, UNCLASSIFIED. 

ΒΕ. JCS Message Center Operating anstruction_No, 5712.3, 
Processing Procecures - JCS Outgoing 
Messagea, 13 Octoner 1961, UNCLASSIFIED, 

Ὡς Secretariat Duty Officer Instructions, 29 May 1961, 
UNCLASSIFIED. 


DISCUSSION 

42, δ review of ressage-processing procedures listed above 
suggests several shortcomings when reviewed in light of augnented 
Watcoa and Battle Staff operations in crisis i:tuations. 

a. None of the documented procedures relite to Battle 
Staff operations, crisis operations, or wartime overations. 
Documented procedures are essentially ortentec to nzace! ime 
operations with provision for special short-cuts for an 
occasional message requiring prompt action. 

Ὁ, There is no centralized source of message-processing 
procedures available ty guide staff personrel who are 
asstgned to Joint Battle Staffs in crisis operations. 

5. The elaborately documented peacetime system for 
mersage reproducticn, distribution, control, ard clearance, 
as defined in JAIs and J-3 Instructions (J-3Is), is simply 
too slow, complex, and cumbersome to meet operational 
requirements for the rapid processing of a high volume of 
action messages associated with crisis operations. ‘The 
more streamlined and operationally orlented JBST procedures 
replaced many of these peacetime administratively oriented 
procedures. (For a more detailed analysis of message- 
traffic processing, see Enclosure "C", "Functional Analysis 


of Command and Control Information Flow in the Joint Starr.") 
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COORDINATION OF ST4*F ACTION 


INTRODUCTION 
δι, The JBST directly assigned messages requiring action 


to appropriate Directorates within the OJCS, and wathin J-3, 
to action officers or Branches, The JEST then maintained 
follow-up contact with the action officers in order to follow 
the progress of the staff action being taken, In this manner 
tiey were in a position to maintain the status of action 
requirements and to coordinate separate actions on inter- 
related subjects, and thereby to exercise limited control 


over the progress of staff actions, 


45, Although detailed information on the activities of many 
andividual action officers is not available, it is possible 
60 contrast the way in which action officers and the members 
of the JBS interacted during the Cuban crisis with the usual 
peacetime procedures Sor coordinating staff ectaons. This 
section will discuss briefly some of the more salient obser- 


vations in the procedural area, 


JEST _AND ACTION OFFICER PROCENUAKS 

46, In J-3, action officers were assigned tasksa through the 
Battle Starf if the action was based on incoming message traffic, 
Actions were also assigned by the Director, J-3, and by the 
Deputy Directors (also called the Joint Battle Staff Chiefs 
or Duty Generals) when action requirements stemmed from higher 
autherity. Although the JBST or the Director and his Deputies 
may have prepared some action papers in the form of recommendations 
to the Director, Joint Staff, most of the actions requiring 


detailed technical knowledge were passed on to action officers. 2/ 


17 Interview # 6, 1 April 1963; Interview # 13, April 1963. 


TOP SECRET - 69 - 


Se ae eo 


TOP SECRET 


“ Wt the ANN ls vay 
va ΩΣ 
Sewer 


TO? SECRES 


As a result, a great deal of pressure was placed upon a 
relatively small, selected group of actisn officers lnovledge- 
able in subjects related to the Cuban crisis. This fact, 
coupled with the requirement for 24-hour operation of J-3 
Branches, the requirement for providing support personnel to 
the Battle Staff, to the @uarantine watch, the preparation of 
the MCL and other crisis-related activities, and the need for 
ralintaining continuzty in the more urgent day-to-day activities, 
all combined to than out the ranks of experienced action 


officer personnel. 


47, This segment of the basic information flow through the 
O7cS (1.e., requirement rnput -- staff recommendation -- command 
decision -- directive output) 1s probably the most difficult 
and time-consuming part of the whole process of support for 
comand decision making. Pressure concentrated on key action 
officers who were most knowledgeable as well as on a few other 
officers having the confidence of the command. The perfermance 
of 8121 actson officers, and especially some key officers, was 
almost "beyond the call of duty" in attempting to respond 
capably and rapidly to a very heavy and demanding work load, 
However, had the situation escalated, or had a second crisis 
developed, e.g., in India or Berlin, the J-3 organization would 
simply have been overwhelmed due to the shortage of knowledge- 
able staff officers, This, in turn, could have resulted in 
a very serlously degraded performance of the JCS at the worst 
possible time, or in attempts to decentralize or restructure 
command responsibilities, again at the worst possable time, 

The lack of sufficient numbers of J-3 action officers appeared 
as one of the major wealmesses in the OJCS during the Cuban 


crisis. 


17 Incerview , 7, ἃ April 1963. 
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48, Enowledge of appropriate sources of information was one 
of the greatest assets of experienced action officers. Having 
filles avaslable, knowing whcm to call, and where to go for 
information, with whom to coordinate on action papers, knowledge 
or acceptable ferma.s ard levels of detail requsxed in those 
action papers--all were required to expedite action papers, 
Knowledge of peacetirs operational procedures, combined with 
background information of the area or command involved, made 
the difference between an effective operation and an ineffective 
one. integrated knowledge of this type tended to reside in 


the minds of only a few individuala in each Branch. 


49. One of the most time-consuming parts of the action 
officer's Job in develoving recommendations involved the 
gathering and collation of the most current information on the 
subject in hand. This required frequent trips from the 
Lavional Military Commard Center (NNCC) to che Service War 
Rooms and other agencies. Because of security problems 
encvuntered by Services Svaff members in setting access to the 
JOS area, and the NMCC in particular, it was easier for the 
JCS action officers to go directly to the primary sources 
of needed data.2/ A great deal of the action officers! time 


was gepent in beating a path to the Service War Rooms. 


50. The press of time and the large volume of action papers 
to be prepared for JCS consideration largely precluded the 
use of the flimsy, buff, and green system for the sutusesion 
of action papers 3 Even the "short form" green methods’ 
and other established procedures for expediting the submission 
of papers to JCS proved to be too unwieldy from an operational 
17 interview #4, 12 Warch 1003, 
2/ See documents listed 4n paragraph 54 of this Appendix re- 
lating to preparation of papers for Joint Chiefs of Staff 


consideration, 
3/ JAL 5712.1E, 2 January 1962. 
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point cf view. According to a "Summa-y of Greens" published 
by J-3, only about 25 Cuba-related greens were acted upon, 
considered, or circulated for information during October and 
November 1962. Of these, less than one-third were prepared 
by J-3. These data, hovrever, are urobably incomplete. A 
count of Cuba greens on file in the J-3 Records, Research and 
Anzlysis (RR&A) Branch indicates that a minimum of 53 green 
papers were circulated during the period from 17 October to 

6 December 1952, and that εἰ leas“ 7 of these ware obaffed poy 
J-3. (For a more detailed research report on this subject, 
see Enclosure "C", "Functional Analysis of Command and Control 


Information Flow in the Joint Stafr.") 


51. J-3 action officers prepared flimsies for approval] by 
the Director or Deputy Directors of J-3, and, when apnroved, 
these were usually attached to the daily Master Check List 
(NOL) and forwarded each morning #s agenda items Sven this 
streamlined system caused an overload on J-3 administrative 
capabilities and a number of such \flimsies were sent to the 
Gold Room without having the usual! reference control numbers 
recorded on the paper, ‘This failure to numocer action papers 
occurred during the first few days jof the crisis and was 
quickly corrected, but the work overloed on administrative 
support personnel continued for 6 tonger period of time 2/ 
The Cuban experience thus serves to highlight the very close 
relationship between crisis operations and emergency adminis- 
trative procedures -- a subject that ia poorly developed and 


documented in existing JAIs and J-3Is. 


58, The breakdown of debriefing procedures also affected 
action officers, Frequently, after working all night to prepare 


a flimsy for submission to the JCS in the morning, action 


17 interview Fe, 8 March 1963. 
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officers would be required to remain on call until after their 
item was considered. This required periods of waiting and un- 
certainty about the disposition of the particular action, 
because there was no routinized schedule for debriefing or 
feedbaak of JCS decisions .2/ JCS mectinss simply lasted too 
long to allow normal peacetime debriefing procedures to v2 
utilized effectively. If the 908 had met in the Conference 
Room of vhe NMCC, as previously planned and exercised, this 


protlem and several others could have been avoided. 


53, When action officers were informed of the disposition of 
their action item, this information was not transmirted to 
the JBS in any standardized, systematio manner, such as ἃ 
regularly~scheduled morning debriefing by the action officera, 
However, where security restrictions were not a problem, 
this type of information was usually made available to the 


JBS members on an informal basis. 


DOCUMENTED PROCEDURES 
54, Tne following documents contain procedural statements 
relating to coordination and submission of papers to the Joint 
Chiefs of Staff. 
ἃ. JAI 5711.2, Coordination Procedvre om Joint Actions, 
20 January 1959, UNCLASSIFIED, 
b. JAI 5711.5, Administrative Procedures to be used in 
Processing Joint Actions, 13 December 1961, UNCLASSIFIED, 
¢. J-3 Instruction 5410.4, J-3 Service Points cf Contact 
Conference, 18 August 1960, UNCLASSIFIED. 
ἃ, J-3 Instruction 5711.2A, Coordination and Consultation, 
12 January 1960, UNCLASSIFIED, 
8. JCS Memorandum of Policy No, 132, Coordination Pro- 
cedures on Joint Actions, 21 March 1963, UNCLASSIFIED. 


1/ interview # 2, 8 March 1965. 
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f, Handbook er Instrictious for Preparation of Reports 


for Consideration by the Joint Chiefs of Staff, UNCLASSIFIED, 


DISCUSSION 
55. In reviewzng the functions of the JBS, the action officers, 

and the MCL activittes (836 Appendiz "B") during the Cuban 

crisis, aad contrastine thease procedures with documented pro- 

cedures related to the coordination and submission of reports 

to the JCS, several observations can be made. Farst, the 

cur cent peacetime administrative procedures, evea with the 

shorv-cus procedures indicated, did not seem to be responsive 

to the operational requirements that appeared during the Cuban 

ecis.s, Tne docuwiented procedures tend to place control of 

much of the operational infermation flow in the hands of the 

fecrrseriat., However, the preeent administrative procedural 

guidelines have not been adapted to the operational realities 

or the J-3 organization in orde: te better faci'itate over- 


ational support of the JCS in crisis and wartime situations. 


56, The concept of a Battle Staff, the development and use 
of the MCL, and the J-3 methods used to submit action items for 
108 consideration, in large part, replaced peacetime adminis- 
trative procedures. This seems to have been in part both 
acelidental and necessary, For example, the Chairman re- 
quesved that an MCL be prepared (20 October) as a matter of 
record and as a guide for actions to be considered. δ, This 
puolicet.on in turn became a convenient and authoritative 
source for operational agenda items when it was sacked by 
appropriate action officer flimsies containing discussion, 
recommendations, and supporting draft messages. Once used in 


this manner, iv soon became recognized by the Joint Staff as 


17 Interview # 6, I April 1963. 
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she fastesc and most reliaole method of placing urgent matters 
on the agenda. Secondarily, it became recognized as the most 
authoritative source of information available concerning 


which agenda items were being constdered by the ges, 2/ 


57. Tne JBS assisned actions to the Directorates, maintained 
follow-up tenitorirg of the status of actions, developed 
agend& items for the MNCL, and maintained comprehensive message 
Tiler for reference, These are all activities defined in 
JAIs and other procedural documents as normal Joint Secretariat 
reeponsiPtlities. This raises the question of vhether or not 
the surrently documented administrative procedures are adequate 


to support operations in crisis and lintted war sitoations. 


17 interview # 9, April 1963, 
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APPENDIX "B" 
J-3 BRANCH OPERATIONS . 


THE CURRENT ACTIONS CENTER (CAC) 


1, The Current Actions Center, Current Operations Division, 
is the JCS focal point for the continuous monitoring, analysis, 
display, and reporting of worldwade events that have signifi- 
eance for U.S, military plans and operations, One of its 
missions is to insure that the JCS alerting and command- 
communications network is completely responsive and capable 
of effective operation at all times. Located in the National 
Military Command Center (NMCC), and manned on a round-the-clock 
basis, the CAC is responsible for the fol2owing specific 
functions: 

a. Maintains 24-hour surveillance of the current situa- 
tion in the NMCC and posts significant operational informa-~ 
tion on areas of tenston (including a summary of friendly, 
neutral, potentially hostile or hostile forces), 

Ὁ. Provides a J-3 Watch Officer and a Current Actions 
Team during normal duty hours and augments the JcogS Duty 
Officer/J-3 Watch Officer after normal duty hours as 
recaizad,” 

c. Provides daialy guidance and briefing for the duty 
Emergency Actions Team, SIOP Controller Team, and JCS Duty 
Officer on matters pertaining to current operations. 

ἃ, Serves as the Current Operations Division point of 
contact for the development and scheduling of current 
interest items for briefings required on current opera~ 


tional matters, 


΄ 


ἐπ DOD Directive, No. S-5100.30, 16 October 1962, SECRET. 

Bf See JAT 1180.1C, 1 December 1961, and 3-31 1180.1D, 31 May) 
1962, for detailed description of the JCS Duty officer 
system. 
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OVERALL ORGANIZATION OF OPERATIONS DIRECTORATE-(J-3) 
AT THE TIME OF THE CUBAN CRISIS, OCTOBER, 1962 
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8. Conducts daily operat_onal briefings and prepares 
datly operational summaries on matters of current opera- 
tional interest, as required, 

f. Serves as the Current Operations Division point of 
contact for provision and exchange of irformation with 
the Fresident’s situation room, the Office of Emergency 
Planning (OEP), selected alternate facilities, the Service 
war rooms, and other designated agencies (e.g., State 
Department, National Security Agency), 

&. Maintains the JCS Master Exercise Books; provides 
information on current and future exercises; and prepares 
and distributes monthly a three-month schedule of signifi- 


cant exercises, 


2, The personnel of the Current Actions Branch consist of 
the Chref, CAC, who serves as Jos /I-3' Duty Officer during 
reguler duty hours, and Sive Watch Operations Officers, who 
serve the dual function of briefing officers and Assistant 
Duty Officers, Thea CAC Branch, combined with the Emergency 
Actions Team, a SIOP Controller Team, a DIA representative, 
an Operations NCO, a Graphics NCO and a stenographer/clerk, 
comprise the Current Actions Watch, The Watch constantly 
monitors worldwide events in the NMCC and serves ag the stable 
nucleus for expanded operations during crisis and emergency 


conditions. 


3. On Wednesday, 17 October, the Chief of the CAC was 
briefed by the Director, J-3, on current Cuban plans and wag 
directed to take the necessary preparations fou an ug” enced 
Watch in strict secrecy, He was informed of the President's 
itinerary on Thursday, 18 October, and knew in advance shat 


the President would cancel his seneduled political speech- 


eT 
1, d-31 5.29.10, 14 December 1962, 
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makins trip and would return to Washington to direct Cuban 


planning and milita:y mout laze tion. 


4, Ausmentatson of th- normal Watch was begun on Friday, 
19 Occzober, following a triefing by the Director, J-3, for 
Key personnel in tne CAC, the LANT/CARIB Branch, and other 
J-3 Navisions. Av the same time, the Director of Operations 
suggested to the Chief, Current Operations Divasion, and to 
the Chief, CAC, that they bagin msking nreparacions to shaft 
to Joint Battle Staff (JBS) operations, 


5. Augmentation of the Watch was begun immediately witn 
the addation of a J-4 (Logistics) specialist and a LANT/CARIB 
specialist. At the same time, actions in the CAC were stepped 
up vo proride appropriate graphics and additional display 
facilities for Cuban operations, The increase in Watch per-~ 
sonnél continued throughout Saturday and part of Sunday, 20- 


22. October, as other J-3 and DIA personnel were added, 


6. The phase-over to Joint Battle Staff operations began on 
Sunday morning, when one of the CAC Watch officers began alerting 
personel who were scheduled to participate in the Battle stare 2" 
From that time (21 October) and continuing throughout the 
suosequent week, a major portion of the time spent by the CAC 
Chief and the Watch operations officers vas involved in briefing 
Batcle Steff members and in attempting to achieve coord:snation 
among the JBS teams (JBST), Many of the Battle Staff members 
were unfamlilar with emergency procedures and the2™ duties on 
the Battle Staff, As a result, much of the initial activity 
on she part of CAC personnel was directed to oritentang the 
members in their duties and instructing them in the techniques 
of meisage handling, preparation of briefings, preparation of 


Situation Reports (SITREPs), and other essential JBS functions, 3, 


17 Interview No. 1, 7 March 1963. 
2/ Inte-view No, 4, 12 Mareh 1963. 
3/ Interview No, 1, 7 March 1963, 
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7. Initial briefings of Battle Staff memters Involved 
havsng them read che οἰθρεοα ἜΣ cocsument on 985 organization 
and other emergency procedures. Apparently this document 
proved τὸ be insufficirnc tu ansure that the Battle Start 
properly understood and carr.sed out its funevions, The general 
ΟΡ ΖΒ Οὗ and lack of coordluat:on emong the J3S luring she 
farst few days of functioning led the CAC personnel to for- 
mulate a new set of Battle Staff saps These were addressed 
co the Jrs teams on Thursday, 25 Uctober, as a J-3 Memoran- 
dum. The memorandum defined the responsibilities of the 
Deputy Battle Stafi Team Chief, the Operations Coordzaator, 
the J-3 Representative, and all other team members who were 
suoporting agencies in the NMCC, It then proceeded to out- 


line detailed procedures and time schedules for the prepara- 


tion of SITREPs, Briefings, and 3ituataon Displays .°/ 


t 


8, Although Battle Staff operations improved steadily after 
the first few days of the Guban crisis, CAC personnel contin- 
ued to support and supplement the JBS activities throughout 
the period cf its existence (21 October to 12 November), 

Some of the actions formally assigned to the JBS were in 

large part performed by regular CAC personnel, For example, 
one of the regular Watch Operations Officers had major respon~ 
sibility for nreperation of the briefing serlpt used in 
General Taylor's morning briefing. This briefing script 
comprised a major portion of other briefings conducted by 

the Joint Battle Staff Team Chiefs, CAC personnel also 

played ἃ prominent role in assembling status of forces infor- 
mation, in preparing daily SITREFs, in developing Cuban 
i/"0CS, CONTINUITY OF OPERATIONS OF THE ORGANIZATION OF THE 

JOINT CHIEFS OF STAFF ."27 August 1962, SECRET. 

27 J3M 1282-62 (no classification), for Joint Battle Staff 

Teams, from Executive, J-3, for Director, J-3, subj: 


"Joint Battle Staff Team SOP. ," 25 October 1962, 
3/ Interview No. 4, 12 March 1963, 
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situation displays, in relaying messages to the Battle Staff, 
in establishing Cuban message files, and in provading other 


sybes of support. 


9, Concurrent with its support of the Curan Battle Staff 
activities, the CAC had to fulfill its continuing mission of 
menitcring worldwide events and of submitting information 
éna reports on these events to the eppronriate authorities, 
Although the establishment of MINIMIZE worldwide reduced the 
velume of routine message traffic, the CAC continued to re- 
ceive priority messages and reperts from the CIN¢s and Services, 
Many of these messages related to the effects of withdrawing 
6nd repositioning military forcea for the planned Crban 
operations, Others dealt with potential trouble spota in 
cther areas of the world, The possibility of Soviet Bloc 
military action in Berlin was a matter of serious concern 
throughout the eacly days of the Cuban crisis, There was 
continuing concern over developments in the Congo and in 
Southeast Asia, A potentially serious crisis also erupted 
in India when full-seale fighting between Chinese Communist 
end Indian troops began on 20 October, and the first U.S. 
shipment of arms to Inéia arrived on 3 November, An addi- 
tional brief flurry of activity was created in the CAC on 
22-23 October, when Yemeni aircraft attacked Aden territory 
and again near the end of October, when the presence of 


Egyptian troops on Yemen territory was admitted, 


10. Each of these concurrent developments placed additional 
demands on the CAC personnel and on the cognizant J-3 action 
officers at a time when a major proportion of the entire 0Jc8 
Btructure was preoccupied with Cuban operations. If a second 


erisis had occurred at the same time--e.g,, Δ} the Indian- 
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Chinese war had erupted into major proportions, or if the 
Soviets had chosen to retaliate with a new Berlin blockade-- 
the increased staff support required to handle these ‘situations 
would have oversaxed J-3 capabilities, and, as a consequence, 


operational support of the JCS would have been seriously degraded. 


212, Witi the @isbanding of the Joint Battle Staff on 12 
November, the Current Actions Center returnea to an augmented 
Cuban Watch, composed of the CAC Watch supplemented by two 
officers and three enlisted men from J~3 and one officer, desig- 
nated as contact officer “er Cuban affairs, on 24-hour duty in 
J-4, J-5, 7-6 and Specicl Assistant for Counterinsurgency ana 
Spectal Activities (sacsa) .2/ The augmented Cuban Watch con- 
tinued the besio functions of the Battle Staff, including the 
preparation of written briefings, the SITREP, and the inputs 

to the Master Check List (MCL). When the MCL was discontinued 
on 21 November the augmented Watch also took over responsibility 
for publication of a revised form of check list for Cuban 
operations .</ The augmented Cuban Watch was terminated with 

the discontinuance of Operation SCABBARDS at 06002 on 6 December 
19€2. and the Currenc Actions Center then recurned to its normal 


state of organization and funetioning, 


THE EMERGENCY ACTIONS ROOM (EAR) 
α-. ῬΦ-, 
12. fthe EAR is the NMCC command and control communications 
Operatsons center, It 1s manned 24 hours a day by professional 
operations personnel who, among other aativities, have respon- 
sibility for: 
a. Implementing the JCS Emergency Action Procedures (EAPs). 


Ὁ, Receiving and disseminating reports of emergency | 


17 Du Sh 1442-62, 12 November 1962, CONFIDENTIAL, 

2/ 3" (no number), from Director, J-3, for Deputy Director, 
J-3, Division Chiefs, JBST Chiefs, subj: "Continuing 
Requirements for Duty General and JBS," 21 November 1962, 
(no classification). 
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| mitivary activity to the JCS, the Joint Staff, the 
Services, the unified and specified commands, and 
specified government agencies. 
c, Operating the NMCC termini for the JCS alerting 
and command-communications networks, 
a. Maintaining the NMCC key personnel locator file. 
8. Supporting the JCS/J-3 Duty Officer in ¢iacherge 
of his assigned cuncttons ." | 


13. The EAR operations personnel were formally briefed on 
the impending Cuban crisis on Friday, 19 October, although 
they were aware of the increased concern with Cuba sometime 
before that.” 

14. In general, the work loads associated with placing calis, 
locating recipients of calls, and reviewing, sorting and de- 
Livering teletype messages to the CAC were increased signi- 
fSicantly during che critical period of the crisis (19 October - 
26 October), However, this increased load was adequately 
handled by regularly assigned, professicazl shift personnel and 
no changes or augmenvacaon of normal shift complements were 
found necessary, Procedures did not change, but work loads 


increased, 


15. Other changes in day-to-day operations were the signifi- 
cant increases in the number of staff personnel visiting 
the center and the influx of personnel using the rear door 
to the NMCC. The latter necessitated placing a guard at the 
door to insure proper authorization for entry, Under normal 
conditions this task is performed by EAR personnel on the basis 
of personal recognition through the use of a closed circuit 
TY camera positioned outside the door, 


I/ 3-31 50e9.10, 14 December 1962, 
2/ Interview No. 14, April 1963. 
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16, As might be expected, the use of command telephone links 
increased during the crisis period. This increase. usage was most 
noticeable for the Chazrman, the Director, Joint Staff, and the 
Director, J~3, The Joint Chiefs, other than the Chairman, 
rarely used the JOS facility. The CINCs, and especially LANT, 
PAC, and SAC, increased their utilization of this command link, 
primarily in order to communicate wath the Chairman. Operations 
personnel felt that other CINCs would have used the system more 
if they had Imown that it was probably the fastest method for 
contacting the Chairman, This was due to the fact that informa- 


tion on the location of the CJCS was continually maintained. 


= 
17.[The process of maintaining accurate locator data on key 


command personnel during the crisis had its shortcomings, 
however, Based on a study conducted by the Emergency Actions 
Branch during normal day-to-day operations, locator data were 
found to be accurate only 20 percent of the time. This percentag 
is based on random line checks conducted during periods when 

the exact location of principals is unkmown. A comparable line 
check data collected by the Emergency Actions Branch during the 
Cuban crisis, showed that the acouracy of information on indicate 
location remained unchanged (approximately 20 percent). The 
average length of time required to loogte principals during the 
line check also approximated the normal average, Times ranged 
from 8-second minimums to 23 minutes when principals were located 
{median less than 1 minute), If the principal could not be 
located, then an alternate was contacted, ‘This usually resulted 
in an additional 20-second to 5-minute delay. In other words, 
during the crisis and at a time when general war forces world- 
wide were at increased readiness, there were no signifacant 
changes in the ease or speed with which principal military and 


civil leaders could be reached for an emergency conference.| 


«οἱ 
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15. |The EAR and its Watch perscine”’ nave three overriding 


functions: 


@. The rapid dissemination of alerts and readiness 


cor.ditions, 
b. The convening of JCS Emergency Conferences. 
8. The dispatch of alerting and emergency messages. 
Each of these functions has been associated almost entirely 
with general nuclear war and the need for a rapid response 
to surprise attack. However, each of the functions was in- 


volved In the Cuban crisis. 


1/7 J0s 1968/1265, “Joint Chiefs of Stafr Emergency Actions 
Procedures (EAP)," 18 July 1962, TOP SECRET, 

2/ Messages JCS 6864, JCS to All CINGs, 2218092, 
October 1962, TOP SECRET, 
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22. The BAR was notified by the JCS Message Center that the 
message was being transmitted at that time. The EAR Watch 
Officer received a burned copy of the message via the tube a 
few minutes later. The message was then taken to the JCS/J-3 
Duty Officer and to the Chief of the Operations Support Division 
for a decision as to whether JCS EAPs should be followed in 
alerting prescribed commands and agenoies, From there, the 
decision was passed to the Director, J~3, who sought out the 
Director, Joint Staff, for instructions, The Director was with 


the JCS in conference and i 


1, Message Jos C807, Exclusive for Chiefs of Staff; CJCS to All 
; 


CINCa and Services, 2012142, October 1962, TOP SECRET. 

2/ Measage JCS 6830, Exclusive for Chiefs of Staff; CICS to All 
CINCs and Services, 2118142, October 1962, TOP SECRET 

3/ Message JOS 6864, JCS to All CLNCs, 2218092, 
October 1962, TOP SECRET, 
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23. The second major function of the EAR, notifying CINCs 
and issuing emergency massages (EM) relating to the imple- 
mentation of War Plans, was not employed during the crisis 
because the turn of events made it Unnecessary. However, 

-the preparations for the possible exercise of that function 


are instructive, 


24, It became apparent that SCABBARDS 312, 314, or 316 
would require implementation procedures by J-3, On the morning 
of 23 October, the Joint Battle Staff Chief (Deputy Direstor, 
J-3) requested the Chief, Emergency Actions Branch (EAB), to 
develop a plan for implementang SCABBARDS 312, 314, and 316 
if so ordered. The first proposal was returned in the 


af ternoon.2/ 


17) Interview No. 14, April 1063. 
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26. The procedure assumed that notifacation to implement 
the plan would come via the JCS/J-3 Duty Officer or other 
Command channels. The TOP SECRET message would be sent through 
the tuba to the Message Center and dispatched from there to 


the CINCe. 


27, While this procedure may seem a little unrealistic in 
the light of previous procedures employed by JCS for sending 
highly sensitive messages, it was a planned procedure and it 
would have worked efficiently. Several additional points 
should be made in this context, however. There apparently 
were no planned messages for implementing limited war con- 
tingency plans comparable to those prepared for SIOP 4imple- 
mentation. Advance planning and preparation of such imple- 
menting messages require coordination with the CINCs to insure 
that orders issued by JCS do not arbitrarily restrict the 
field commander's choice of timing based on local and tactical 
factors, And, finally, the planners apparently have not 
‘given follow-on messages related to the implementation of 
limited war or crisia contingency plans the same degree of 
attention that they have given to the less likely situation 


of general war 2/ 


28, In summary, of all the J-3 Branches the EAB, with its 


well exercised professional operations personnel on 24-hour i 


T/ Note: For a detailed disctiasicn cf command and control 4 
considerations involved in prepositioning an EAP implementa- 
tation message, see Enclosure "A" of thas study, 
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[day-to-dey operations, was probably the lezst affected by the 
Cuban crisis. Its pramary function of disseminating oCS 
alerts was almost entirely circumvented during the erisis, 
Although its procedures were adaptec to notifying the CINCs 
of a JCS decision to implement limited wer contingency plans, 
there were no prior plans or procedures for carrying out vhis 
type of notification. The EAPs were and are oriented to the 
possibility of general war. ΑΒ a result, the EAR functioned 
during the Cuban erisis primarily as a switchboard and message 


distribution center while maintaining preparedness to implement 
the EAPs if necessary,| 


SHE SUPPORT BRANCH 
29, ‘the Support Branch of the Operations Support Division 
has, among other activities, the responsibility for: 

8. Preparing visual aids and maintaining a reference 
dibrary of technical, taccical and operational information, 
maps, VuGraphs, and graphic aius required to βυθοῦ. cnera- 
tions. 

Ὁ. Assisting in the cooraination, preparation and con- 
Guct of briefinga and orientations. It is composed of two 


officers, two NCOs, and five 4llustrators .2/ 


30. During the Cuban crisis, this Branch provided: 

8. Support of the morning briefings and change of Watch 
briefings. 

b. Support of the information and administrative 
requirements cf the JBS and the JCS/3-3 duty officers, 


31. Branch personnel were notified of the impending crisis 
Situation on 19 October. On 22 October they went on 24-nour 
manning, with three shifts of two personnel per shift (3 
personnel during the day shaft), During the first threc days 


17 3-31 5029.10; if December 1962. 
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of this operation, the Branch was seriously overloaded with 
requests for briefing aids and graphic display work, This 
wir erpecirally true ducing peak activity periods--e.g., early 
un the morning just prior to the morning briefing of the 


Chairman .2/ 


32, During the third week of the crisis, the Branch joined 
p*rs.anel of the Status of Forces Branch in order to achieve 
a better distribution of the workloads on the two undermanned 
branches. This was, and is, a natural integration of functions 
unde» pressure which had not been reflected in admnaistrative 
orcanization. Both Branches aleo worked as an integral nart 


of the Joint Battle Staff and CAC operations. 


33. Although lack of modern graphics and display production 
material, adequate map bases, and storage space provided some 
minor problems, the mayor "“Plaps"” stemmed from the changing 
requirements for displays and graphics and from the lack of 
uniform guidance on standardizing the quality and legibility 
of alsplays. These were important problems because they pre- 
vented anticlaption of requirements and diatribution of work- 


load over the entire shift, as well as causing a consadarable 


amount of "re-do" or "restart" work. 


34, These problems stemmed, in part, from the fact that the 
Branch had to take direction from two different masterse--the 
operations personnel that they supported, (1.e., the JBST 
and JCS8/J-3 Duty Officer) as well as, administratively, from 
the Division Chief. Staff personnel who were interviewed 
suggested that this could be rectified in the future by 
integrating the Branch personnel and its operational support 
functions into the CAC Watch which it serves. 


7 interview No. 15, April 1963. 
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THE STATUS OF FORCES BRANCH 

35. The Status of Forces Branch has the responsibility for 
collecting, collating, displaying, and disseminating data on 
the composition, location and status of U.S, Military Forces, 
In accomplishing this function, the Branch provides informa- 
tion reported by the Joint Operational Reporting System (JOPREP) 
and insures that such reports are timely, accurate, and 


responsive to requirements of the oes. 


36, Historically speaking, the Branch was the newest of the 
J-3 Branches to be formed prior to the crisis, Although it 
had been authorized in February and first manned in July, it 
was not until September 1962 that its full complement of two 
officers and three enlisted men were on board, HIGH HEELS Ir 
in late September provided the first operational experience 
with data processing and display requirements against which to 
formulate and organize procedures. ‘The Cuban crisis struck 
shortly thereafter and it provided a second, much different 
type of operational experience ~- an experience for which the 


Branch waa not fully prepared. 


37. Branch personnel were notified of the impending crisis 
on 19 Ootober and were brought in on Saturday to provide in- 
formation, briefing and display support for the augmented 
Watch. On Sunday, the Branch went on 24-hour operations in 
support of the Battle Staff, Two 12-hour shifts were formed 
of an officer and an enlisted man, with one enlisted man 


covering JOPREPs on the "rest of the world" .2/ 


38. The primary support activities of the Branoh during the 


Cuban crisis were: 


17 J-3I 5029.10, 14 December 1962, 
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a. Determining the status of troops involved in the 
CrLaNs 312 and 316 This involved determining. troon lists, 
specifying the location of particular units, their status 
and strengths, as well as status of troop deployments, ETDs, 
ETAr,modes of transportation, etc. 

Ὁ. Monitoring all reports containing status of forces 
anformation in order to develop data, 

Ὁ. Preparing information, displays, and formats for JCS 
SITREPs, the morning briefings, and the MCL, 

ἃ. Supporting the Quarantine Watch, determining display 
format requiremerts for the cen“srense room and 7° the ; 
quarantine operations display. 

8. Providing general anformation support to JEST xembers 


on request, 


29, The type and quantity of information requested of the 
Braneh by J-~3 staff officers during the crisis far exceeded 
the original terms of reference used in the establishment of 
the Branch. These additional demands proved to be the primary 
source of difficulty in Branch operation, Requests for in- 
formation came from many sources and, as a result, the formats 
aad levels of aggregation of data on Force Status were varied 
and continually changing. This compounded the task of tabu-~ 
lating and displaying the data and disrupted previously 
developed procedures for handling information requists. 
Information that was collected, collated, and displayed, was 
used to support: 

a. The Chairman's Briefing; 

Ὁ. JBST Change of Watch Briefing; 

5. 05 Situation Reports; 

d. Action Officer's Requests; 

8. Individual Battle Staff Members and other Joint 


Staff personnel; 
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f. Conference Room Displays, JEST Displays, and General 
Status of Forces Displays for the CAC. - 


4O, The working environment was described as "something new 
every hour," "we couldn't anticipate what would be asked of us 
next"; and "we could only do the basic and important things "δ 
The type of informational requirements placed on the Branch 
simply exceeded the expectations that the Branch personnel had 
developed as a result of their HIGH HEELS II experience. 


41, Poants of contact for these special classes of informa- 
tion had not been developed nor had the amount of detail 
required by the various users of the Branch been antioipated, 
As a result, the Service War Rooms were frequently used by the 
Branch to obtain detalied information not previously antici- 
pated in SOPs. 


42, The Branch requested additional personnel to man the 
12-hour shifts and to serve as service liaison personnel an 
order to handle the overwhelming task of maintaining up-to-date 
Status of Forces information, Additional enlisted personnel 
from DCA and two officers from the Joint Command and Control 
Requirements Group {JCCRG) were provided after the first two 
weeks of operation. These personnel had difficulty 
for several days because they lacked training 1n Status of 
Forces, JOPREP, and related matters required to operate 
effectively in the Branch, They overcame their lack of 


experience, however, and later provided valuable assistance, 


43, In general, 10 was found that JOPREPs containing Status 
of Forces information, 41,e., REDAT, REDNON, REDRAD, 2/ were 


ΝΥ Interview No. li; April 1943. 
2/ Operational Ready Reports, Atomic, Non-Atomte and NORAD, 
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not as useful as the SITREPa submitted by the Commanders in 
Chief. The JOPREPs were not timely and did not contain the 
amount of detail required by various users of this information. 
The Personnel Status Report (PERSTAT) was of little or no 
value and was later discontinued. Problems wera also en- 
countered in determining the location and the status of forces 
being deployed. When forces were assigned from one command 

to another, the first command's reports would stop and not be 
picked up by the new command having operational control. As 

a result, there would be a gap of a few days in which there 
were no reports on the force, Thus, the movement of forces 
became a major problem in determining the status of forces 
assigned to the Cuban operation. In effect, the JOPREP was 
not responsive to Joint Staff requirements for imp! ementing 


contingency plans. 


uk, By the first part of the third week (5 liovember), the 
activity of the Branch had begun to level off to a point 
where personnel could handle most of the requests for infor- 
mation in a routine fashion, A week or so later (12 November), 
activity associated with the crisis had diminished to a point 
wrere the Branch Chief could break off and attend to more 


pressing day-to-day staff activities. 


45. Im general, the Cuban crisis emphasized the need for 
a highly detailed data base of Status of Forces information, 
a capability for rapid retrieval of that information in many 
forms, and the need for more clearly defined requirements 
for information support, In the latter case, it was felt 
that the allocation of responsibility for the collection and 
maintenance of detailed Status of Foroes information between 
each Service Command Post and the NMCC would help. If this 
information could then be made rapidly available to each 
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facility upon request, it would materially improve the 
capacity to provide detailed and special information support 


required during crisis operations. 


THE COMMANDS BRANCHES 
46, The Commands Branches of the Current Operations Division 
have among other functions the responsibility for: 

a, Recommending policies and actions, except those per- 
taining to the review of plans, for current operational 
direction of commanders of unified and specified commands 
and for U.S, forces not under operational control of the 
vcs. 

Ὁ, Taking actions on operational matters concerning 
international treaty organizations and the development and 
implementation of national policy in areas for which the 
unified and specified commands are responsible. 

¢. Monitoring Joint Staff actions on sensitive situa- 
vions in critical areas which could lead to U.S. military 
operations. 

ἃ Coordinating with other J-3 Divisions, as appropriate, 
in reviewing plans, monitoring the impact of implementataon 
of the DEFCON system, other readiness measures of the 
unified and specified commands and related NATO measures. 


e. Participating in Battle Staff operations, 2/ 


47, The Commands Branches are comprised of area specialists 
and they provide a large percentage of the J-3 action officers 
available to support the JCS decision-making process on imme- 
diate operational problems in crisis situations, It is beyond 
the scope of this paper to treat the activities of all action 


officers in each of the Branches; nor is it possible to de- 


1/7 d-3L 5029.10, 14 December i962, 
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seribe the activities of accion office:s in the Operational 
Plans and General Operations Divisions, However , on the 

basis of interviews with personnel in two of the Branches, / 
ic is possible to outlane the general mode of operation of 
these Branches during the crisis, and to describe some typical 
activitles of the LANT/CARIB Branch, which was most directly 


invelvea. 


46./ During the week of 8 October, the LANT/CARIS Branch had 
been working on 8 project to shorten the response time of 
OPLANS 314 and 316. ‘The project was actually in support of 
the Cuba Plenning Group and J-4, but it was assigned to the 
Branch on a “just in case we have to use ther" pasis. Although 
deadiines for the project were assignec, Branch personrel 
were not privy to the tightly held planning efforts of the 
Guba Group, In general, J-3 personnel were concerned with 
"how fast" the plans covld ve implemented, and J-4 personnel 
with "\here and how to get hold of" the logistical forces 
cequired, Shipping was found to be the crux of the problen, 
gince "air Lift could move only 10 percent of the cotal 
tonnage required to support the plans \"2/ 


49. On 19 October security was lifted. "The Johnson Task 
Force opened up and we (LANT/CARIB Branch) began working on 
various assignments directed by J-3 for the JCS," The major 
accivities centered around action papers related to OPLANs 

[312 and 316 and to the Rules of Engagement for Quarantine 
Operations, Involvement in the latter activity resulted from 
the fact that one member of the LANT/CARIB Branch had beea 
assigned to the Quarantine waton. 3 
17 Interview No, 7, 1 April 1963; Interview No. 10, April 2963, 


e@/ Interview No, 10, April 1963, 
Ibid. 
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50, During the weekend οἱ 19-21 Octover, "problems came 
faster than we could respons ."4/ At this tame the Conmands 
Brenches went on 24-hour operation, further spreading out 
the nwaber of available personnel. In most cases, this meant 
chat only one or two action officers were av2rlable at any 
given time to cover the work of each Eranch. However, rovtane 
message-processing activities not related to the crisis 
slackened during MINIMIZE, Some action office:s felt that 
24-hour manning of av least some of the Branches was not 
necessary and that it impaired overai2 action offite, efiscicnay 
for a nuwasber of reasons .2/ There 15 insufficient evidence 
to evaluate this problem, although ic appears obviow, that 
reduction of the 24-hour manning requirement in selected 
Branches would tend to conserve action officer personnel for 


more effective utilization elsewhere, 
t 


51, For tne first few days of the crisis (20-24 October), 
the .ANT/CARIB Branch was handling "about 20 actions a day." 
(Foe more detailed discussion of the role of action officers 
in support of the JBST, see Appendix "A", "Coordination of 
Staff Actions"), 


GENERAL OPERATIONS DIVISION 

58, The General Operations Division has, among other 
funetions, the responsibility for those overetional steff 
actions pertaining to continuity of operations, the JCS 
emergency action procedures and readiness conditions, the 
JOPREP, Space and weapons systems, JCS exercises, and general 
operational matters not assigned to other Divisions. 
I/ Interview No. τσ, Aanrir Ig63. 


3, Interview No. 7, 1 April 1963. 
3/ 3-32 5029.1¢, 14 December 1962, 
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53. During the crisis, this Division provided personnel to 
assist in manning the JBST and the Quarantine Watch. They 
also supplied action offacers and support to the other Current 
Operations branches. Most of the remaining personnel were 
involved in collecting and coordinating information for the 
MCL, woich was produced under the direction of the Chief, 


General Operations Division, 


54, On Friday, 19 October, the Division wes instructed to 
keep 50 percent of its personnel on duty at 411 times in order 
to provide staff support for the impending crisis. On Friday 
night and Saturday, personnel of the Division, in coordination 
with the Cuba Planning Group, the Quarantine Waten, and 
Current Operations Division personnel, were vorking up an 
agenda of actions to be taken by the JCS. This necessitated 
trying to find out what had heppened during the preceding 
three or four days of tight security control, The responsi- 
bality for producing cvhis Parst Master Action List (MAL) tas 
initially assigned to the Quarantine Wateh. The first MAL 
was prepared by 0506 Saturday for the morning session of the 
JCS and a second MAL was prepared for the afternoon session, 


MAL No. 3 was prepared Saturday night 2/ 


55. About this time, the Chairman, JCS, approved the idea 
of the MAL, and indicated that he wanted it maintained as a 
continuing record and history of the Cuban crisis. Despite 
this Llnitlal, limited definition of purpose, however, the 
MAL -- subsequently renamed "The Master Check List" -- was 
utilized as an important part of the daily JCS agenda for 
immediate operational matters ,2/ . 


17 interview No. 9, April 1963, 
/ Interview No. 6, 1 April 1963. 
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56. By Saturday night, a 2U-hour operation involving the 
collection, production, and coordination of the-NCL was 
being directed by the JBST Chief. On Tuesday, 23 October, 
the responsibilities for preparation of the MCL were confirmed 
after the fact by an unnumbered memo from the Deputy Director, 
J-3, to Battle Staff Ter; Chiefs and Division Chiefs.4/ ‘this 
memo assigned responsibility for overall coordination to the 
Ganeral Operations Division; determination of items to be 
considered one, two, and three days in advance to the Oper-~ 
ations Plans Division; and current actions taken or under 
cons.uderation to the JEST and Current Operations Division, 


The memo further directed that the MCL be prepared and submitted 


to the Director, 3-3, by 0700 each morning. 


57. The assembly of tne MCL would begin at midnight. ‘The 
JBS would abstracy from the status of current actions display 
the more relevant actions taken and all JCS OUT-messages re- 
leased during the previous day. The Current Operations 
Division would submit statements of "Significant Pending Items" 
and action paper flimsies referring to pending acticns. The 
Operations Plans Division would submit items to be considered 
one, two, and three days in advance. The materials were typed 
and edited, and then, with action officer flimsies attached, 
they were delivered to the J-3 Duty General (JBST Chief) for 
approval by 0500 each day, The MCL was then submitted to the 
Director, J-3, at 0760, to the Chairman at 0800, and finally 
to the JCS, whose meetings usually began at 0830, 


58, After the first few days during which this system was 
in operation, the MCL was distributed to all J-Staff Directorates, 
i7 J3mM (no number), from Deputy Director, J-3 to Battle Staff 
Team Chiefs and Division Chiefs, subject: "Responsibilities 


for Preparation of Daily Master Check List for Cuban Oper ~ 
ations (J-3 MAL)," 23 October 1962, SECRET, 
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Very quickly, action officers from tne other Directorates 
began to input their items to the MCL group and- backed them 


with supporting or implementing flimsies. 


59. The MCL soon became informally recognized by the Joint 
Steff as the most efficient means of insuring that urgent 
atems related to Cuba would be taken up by the JCS. It also 
became the most authoritative source of "today's news" among 
the J-Starf members, Since it constituted a series of actions 
that would be disaussed during the day by the JOS and also a 


history of actions taken on the previous day. 


60. The production of the MCL became quite routine after 
the first week of operation, with mats of each day's agenda 
being produced, then corrected and reproduced to provide a 
history of actions talan on subsequent days. This operation 
continued until PLAS (6 December), at which time the MCL was 
discontinued .2/ 


61. It ds interesting to note that this very important 
administrative method for accelerating the submission of 
papers to the JCS is not contained in any procedural documenta, 
Indeed, 1t is in sharp contrast to normal peacetime procedures 
contained in the handbook, INSTRUCTIONS FOR PREPARATION OF 
REPORTS FOR CONSIDERATION BY THE JOINT CHIEPS OF STAFF, and 


/ 
other rolated procedural documents .&/ 


i/ For further analysis of the MCL, see Enclosure "ΟἿ, 
"Functional Analysis of Command and Control Information Flow 
2n the Joint Starr." 

27 JAI 5711,2, 20 Januery 1959; J-32 5711.24, 12 January 1960; 
J-3I 5410.4, 18 August 1961; JAI 5410.2B, 12 December 1960; 
JAT 5711.3B, 3 Januery 1962; JAI 5712.4, 13 March 1959; 

MOP 97, 19 June 1961; MOP 132, 21 March 1963. 
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62. Implementing flimsies prepared oy action officers were 
reproduced in 20 white copies and forwarded with the NCL each 
morning. Although action officers used the Services extensively 
for information purposes and informal coordination, they did 
not coordinate actions in accordance with the formal peacetime 
procedures, To do so would have seriously impaired the ability 
of the OJCS to be responsive to unified and specified commands 
in the rapidly changing political/military environment 


surrounding the erisis. 


63. Tne MOL procedure had the effect of allowing action 
officers to go the flimsy, buff, and green route in a matter 
of hours instead of days. Action papers were submitted at 
JCS meetings as Director, Joint Staff Memoranda (DJSMs). 

This process short-cut the elaborate coordination process 
éeyuired during peacetime operations, As a result, the Joint 


ff was able to operate more like a true military staff. 


TOP SECRET - 703 - 


TOP #iECRET 


ORGANIZATION-OVERALL 


meen (oorttination 
women Support or Information 
Direction and Contral 


foint Staff Directorates and Spectal Assistants ἘΡ 
i “TTITLit 


TOINT BATTLE SAF 
(when established) 


Q 
a 
» 
“rl 
ΒΗ 
Ν 


-----------Φ. ----  ---- ---- τ --  - 


NOTE: During grave situations, the President, Secretary of Defense, JCS, and Director, 
Joint Soff may be physically located within the NCC (Joint War Room). 
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